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SECTION | 


BACKGROUND TO THE STUDY 


In response to growing concerns about the “‘state of health” of the personnel 
community in the federal Public Service, the Advisory Council on Personnel 
Policy (ACPP)* in 1976 established the Personnel Administration Inter- 
departmental Committee (PE/IDC)**. PE/IDC was asked to examine such 
questions as increasing workloads and demands for service from personnel 
administrators, high mobility and rapid promotion rates of some persons to 
senior PE*** levels, the decline of the generalist and the trend towards 
specialization, and the need to provide better service. In addition, there was 
the perception that line managers consider most PEs to be limited in their 
overall understanding of the personnel and operational needs of line managers 
and that many tended to be ‘“‘paper pushers” rather than professionals. 


After some consideration of these concerns, PE/IDC in 1978 commissioned 
an intensive study by the Bureau of Management Consulting (BMC). The 
basic purposes of the study were to describe the current status of the PE 
community in terms of jobs, incumbents and experience and to develop 
the background information required to plan and establish a career manage- 
ment system. The extensive data gathered represents a valuable bank of 
information on the PE community. The results of the study are published in 
four volumes entitled: 


An Analysis of Personnel Functions 
Career Paths 
Job and Incumbent Profiles (2 volumes). 


* ACPP has as its mandate to advise the central agencies on all personnel policies of 
major significance. It is co-chaired by the Deputy Secretary, Personnel Policy Branch, 
Treasury Board Secretariat, and the Chairman of the Public Service Commission. 
Approximately fifteen heads of personnel representing departments of all sizes 
serve as members on a rotational basis. 


** PE/IDC, as a sub-committee of ACPP, is primarily concerned with matters related 
to the management of the PE community. It is currently chaired by the Assistant 
Secretary, General Personnel Management Division, Treasury Board Secretariat, and 
has as its members the Director General, Staffing Branch, Public Service Commis- 
sion, and five departmental heads of personnel who serve on a rotational basis. The 
membership of PE/IDC at the time of the study is listed in Appendix “‘A’’. 


*** The alpha designation PE indicates Personnel Administration. It is one of the 
groups in the Administrative and Foreign Service Category and consists of seven 
levels (PE 1 to 7) plus a developmental level (PE-D). Members of this occupational 
group provide a wide range of personnel services in the federal Public Service. PE is 
also the accepted abbreviation for personnel administrator and is used extensively 
in this report. 


After reviewing the BMC material in detail, PE/IDC presented its con- 
cerns, recommendations and a synopsis of the BMC report to ACPP on 
April 1, 1980, and to a meeting of directors of personnel on April 22, 1980. 
PE/IDC’s concerns and recommendations are reproduced as Appendix ae hes 
to this report. 


In addition to the recommendations listed in Appendix ““B’”’, PE/IDC also 
recommended that the Public Service Commission and Treasury Board 
Secretariat authorize further work and that PE/IDC be a steering committee 
to oversee the work under PSC/TBS mandate. It asked that several working 
groups, drawn from central agencies and departments, be set up to examine 
entry to the group, career paths, training and development, promotion and 
organization of work. PE/IDC suggested that this work begin immediately 
and that initial changes be implemented by April 1, 1981, at the same 
time as the formation of the Management Category. It further recom- 
mended that continuing machinery be put in place, based on the Finance 
Administration (FI) example, to oversee and encourage professional develop- 
ment of PEs and that PE/IDC oversee such machinery. 


These recommendations led to the formation of what became known as the 
PE Study Group. 


SECTION 2 
THE STUDY GROUP 


Organization 


Consequent upon the recommendation of PE/IDC, activity commenced in 
the summer of 1980 to assemble the PE Study Group. The Group consisted 
of thirty officers drawn on secondment from a large number of departments 
as well as the central agencies. A list of the members appears as Appendix 
“C”’. An attempt was made, largely successfully, to make the Group repre- 
sentative of the various PE specialties, of line management, of departmental 
size and of central agencies. Very small departments were not well repre- 
sented because these departments could not release officers to participate, 
and there was no success in attracting line managers or PEs from the regions. 


PE/IDC had recommended that the Study Group be organized into five 
subgroups as follows: Entry, Promotion, Career Paths, Organization of 
Work and Training and Development. At the outset, Entry and Promotion 
were combined because of their similarities. Later, Career Paths was added to 
the Entry and Promotion Committee because of difficulties in staffing and 
also because of the apparent duplication of responsibilities. Early in the 
work of the Study Group, the subgroup originally designated as “Training 
and Development” was renamed “‘Training and Accreditation” in recognition 
of the impact that certification processes would have in the Study Group’s 
recommendations. A Classification and Compensation Committee was added 
because of the need to test positions in the PE Group against the Manage- 
ment Category Classification Plan (the Hay Plan). The ultimate organization 
of the Study Group, therefore, was into four working committees, namely, 
Entry, Promotion and Career Paths; Training and Accreditation; Classification 
and Compensation; and Organization of Work. 


As well, a Coordinating Committee was formed to plan and integrate the 
work of the Study Group, to be responsible for the final report and to 
prepare any instructions, submissions, releases and presentations that might 
be necessary. It consisted of the Study Group leader, the Committee leaders 
and the co-secretaries of PE/IDC. 


Terms of Reference 


Terms of Reference for the Study Group were formulated and were approved 
by PE/IDC in July 1980. These are expressed as the ‘“‘Aim” and ‘General 
Objectives”’. 


The aim of the Study Group is to develop recommendations that, when 
implemented, would result in a higher standard of professionalism in the PE 
occupational group and, thus, in improved levels of service to line managers. 


The general objectives of the Group are: 


— to broaden the base of training, education, experience and compe- 
tence of PEs; 


— to establish a career management system for PEs and to outline 
how it would function; 


— to report on the advisability of including PEs in the Management 
Category, to report on the use of appointment-to-level for PEs and to 
test the application of the Management Classification Plan to the PE 
group; and 


— to recommend processes to simplify personnel programs and organi- 
zations. 


Detailed roles for each working committee were also approved by PE/IDC 
and are shown in Appendix “‘D”’. 


Modus Operandi 


The committees worked full time on the various projects from September 4 
to December 12, 1980. Midway through this period, the Study Group con- 
ducted a large number of sessions with departments and agencies in the 
National Capital Region as well as sessions in Halifax, Montreal, Toronto, 
Winnipeg, Edmonton and Vancouver. The purpose of these sessions was to 
brief the participants on a large number of tentative proposals that had 
been developed up to that time and to obtain feedback on their practica- 
bility and acceptability. All departments and agencies were invited to par- 
ticipate and most accepted. 


As a result of the feedback received, some major changes were made in 
the tentative recommendations; these changes are reflected in this report. 


Role of PE/IDC 


As the Committee under whose auspices the Study Group was established, 
PE/IDC took a keen, continuing interest in its formation, operation and 
deliberations. PE/IDC met nine times between July 1980 and February 
1981 to discuss the general terms of reference and the method of staff- 
ing the Group, to give final approval to the objectives and work schedule, 
to give approval in principle to the tentative recommendations, to approve 
the revisions made after receiving feedback from departments and agencies, 
and to review the final recommendations. 


SECTION 3 


PROFESSIONALISM IN THE PE COMMUNITY 


One of the major concerns of ACPP and PE/IDC which led to the establish- 
ment of the PE Study Group was the perceived negative attitude of many 
line managers toward personnel administrators. The basis of this concern 
was a widely held perception that most personnel practitioners are not 
“professionals” and that they are limited in their overall understanding 
of the operational and personnel needs of managers. 


The Study Group is aware that personnel administration is not universally 
considered to be a profession in the traditional sense. At the same time, 
the Group believes that those who practice it can adhere to the principles, 
discipline and conduct that are the hallmarks of a profession. 


In addressing its aim, therefore, of developing recommendations which 
would result in a higher standard of professionalism in the PE community, 
the Study Group identified what it considered to be the essential elements 
which would constitute an acceptable level of professionalism for a person 
working as a PE in the Public Service. These elements are defined as: 


—a thorough knowledge of the personnel specialty or specialties 
in which the PE is working as well as a broad understanding of 
the other specialties and how they interrelate; 


— the ability to apply this knowledge to the resolution of problems in 
an efficient and effective manner; 


—a good understanding of the organization’s objectives and a sensi- 
tivity to the operational and personnel requirements of line managers; 
and 


— the ability to act as a consultant to line managers and as a member of 
the management team at any level in the department. 


With these elements in mind as essential to the achievement of a professional 
approach to the work of the PE, the Study Group devoted considerable 
attention to developing means of giving both breadth and depth to the 
knowledge and skills of PEs in order to make relationships with their clients, 
the line managers, more credible and effective. In the process of determining 
these means, the Study Group found it useful to identify the specific nature 
of the overall business in which PEs perform their specialist functions and 
from which a common body of knowledge and skills could be deduced. The 
Group believes that, in a broad sense, the business of PEs can be stated as 
fostering “‘human resource effectiveness”, a concept which serves the pur- 
pose of providing an objective to which all PE specialists and their clients can 
subscribe. 


This concept also provides a focus for assembling an array of knowledge 
which is sufficiently unique and conceptual to justify the term ‘“‘professional”’. 
Furthermore, if such knowledge is to lend substance to the service and 
advice of the PE as intended, the mode of delivery (or in other words the 
skills) must move away from the reactive technician mode towards the 
pro-active consulting mode. The implication of the latter is a shift towards 
joint accountability with the client (the line manager) for the outcome of 
personnel actions. It follows that if time is to be available for the enriched 
role, PE position descriptions must be purged to eliminate routine, repetitive 
functions which should be systematized and become part of personnel 
support duties. A corollary of the principle of joint accountability is the 
affirmation by the Study Group that departmental PEs must be seen as 
working for the department and its objectives and not as a service-wide 
resource working in departments as agents of the central agencies. 


The body of knowledge and skills developed by the Study Group is shown 
in Appendix “E’’. It provides a common intellectual focus and will enrich 
the competence of all PEs without regard to specialty. It also provides a basis 
for more detailed syllabus design and insertion into the various training 
elements of the PE developmental continuum. These elements are treated in 
sections 5 and 6 of this report. 


Another topic which the Study Group examined in depth and on which it 
makes several recommendations to enhance the prospects of increased 
professionalism in the personnel community was entry to the PE Group. 
This subject is discussed in detail in section 4. 


SECTION 4 


ENTRY TO THE PE GROUP 


In support of the aim of increasing the professionalism of employees in 
the PE Group, the Study Group believes that control over entry into the 
personnel community must be refined. Those selected ought to possess an 
acceptable level of education and orientation, and have demonstrated the 
aptitude and potential for growth in the personnel field. The Study Group 
examined a wide range of aspects related to the entry process and makes a 
number of recommendations in this report to improve and strengthen 
this process. 


Sources of Candidates 


There are three main sources of candidates for the PE Group: recruitment 
from universities and community colleges; transfer or promotion of public 
servants from other occupational groups; and direct entry of experienced 
personnel officers from the external labour market. 


Post-secondary school graduates can be recruited to the PE Group on the 
basis of their degree or diploma without regard to course specialization. The 
degree or diploma can be from a university or college and must result from 
at least a three-year program of studies. These entrants come direct from the 
educational institution and need not have personnel-related work experience. 
Those recruited from university are normally appointed to a PE-1 position 
on an underfill basis at the PE developmental (PE-D) level or under the 
Administrative Trainee (AT) Program and are compensated according to the 
pay rates for the PE-D or AT levels. Those recruited from community 
colleges are normally appointed to a PE-1 position on an underfill basis 
under the PE-TIRL* Program and paid accordingly. 


Current public servants enter the PE Group in a number of ways. Those 
with post-secondary graduation and minimal experience, and support staff 
with secondary school education and work experience related to personnel 
administration, normally enter at the PE-1 level. Officer level public servants 
may enter at the PE-1 or higher level by transfer or competition, provided 
that their experience in personnel work entitles them to qualify at the level 
to which they are to be appointed. 


*PE-TIRL means a PE recruited through the Technological Institute Recruitment 
Program. 


Experienced personnel practitioners from industry, labour unions, academic 
institutions and so on are normally recruited as specialists at higher levels 
within the PE Group. They usually have special qualifications required to 
meet a specific need and are able to meet the qualifications of the position 
to which they are being appointed. 


In recent years, there has been very little direct entry recruitment from 
either post-secondary institutions or from the workforce at large. Recruit- 
ment has tended to concentrate on intake from within the Public Service and 
has relied heavily on promotions from the administrative support groups. 
While recognizing the need for a mix of recruitment sources, the Study 
Group believes that there should be an increase in direct entry from outside 
the Public Service. The Study Group therefore recommends: 


that there be increased entry to the PE Group from universities and 
colleges through the Administrative Trainee program and that external 
recruitment of personnel staff at the officer level, PE-D to SX-3, should 
be a maximum of 20% of total recruitment. 


Selection Standards 


For each occupational group in the Public Service, the Public Service Com- 
mission has issued selection standards which describe the qualifications 
required of persons to perform the duties and responsibilities of positions 
classified therein. Qualifications refer to any training, ability, knowledge, 
accomplishment or personal attribute that is essential or desirable for the 
performance of the duties and responsibilities of a position. They are the 
criteria against which staffing selections are made, and are expressed in the 
form of a statement of qualifications. 


The basic structure of a statement of qualifications is as follows: 
ESSENTIAL QUALIFICATIONS 


BASIC REQUIREMENTS: 


These requirements are used for initial screening purposes and must be 
met before consideration can be given to applicants’ other qualifications: 


— Education factor 

— Occupational certification factor 

— Achievement, skills or aptitudes factor 
— Language requirement factor 

— Experience factor 


RATED REQUIREMENTS: 


These requirements are used for the rating and ranking of candidates who 
have met the Basic Requirements. 


— Knowledge factor 
— Abilities factor 
— Personal suitability factor 


DESIRABLE QUALIFICATIONS 
These are the individual qualifications that are desirable. 


The current qualifications applicable to positions in the PE Group are 
shown in Appendix “F’’. 


The Study Group examined the selection standard for the PE Group and 
considers that the education, experience and language requirement factors 
are satisfactory in terms of entry to the Group. The occupational certifica- 
tion factor is not required for entry selection under the current standard and 
the Study Group agrees with this. 


The Study Group did, however, have serious concerns about the application 
of the “‘Achievement, skills or aptitudes”’ factor. This factor is considered to 
be an important tool in leading the PE Group to a more professional posture. 
At the present time, candidates for PE positions who are recruited through 
the Administrative Trainee program must pass the General Administrative 
Ability Test (GAAT), which was developed by the Public Service Commis- 
sion. The GAAT is validated for the Administrative and Foreign Service 
Category and is designed to assess the capacity: 


— to assess and determine the most appropriate sequence of activities in 
approaching a variety of organizational problems and situations such 
as preparing reports, investigating complaints, evaluating work 
methods, carrying out assignments, and scheduling project activities; 


— to analyze organizational problems and situations involving numerical 
data and prescribed sets of information in order to determine solu- 
tions, appropriate numerical formulae, or the need for additional 
information; 


— to interpret and apply policies, acts and regulations by determining 
the relationship of specific cases to such policies, acts and regulations 
or the validity of a specific statement deduced from such information; 


— to exercise administrative judgement in selecting from a number of 
alternatives a practicable solution to problems pertaining to employee 


supervision, the effective deployment of personnel, production 
efficiency, and contact with the public; 


— to evaluate and classify information according to specified criteria; 
and 


— to communicate effectively as demonstrated by selecting from 
among given alternatives those sentences which are most effective 
with regard to clarity, accuracy, grammatical correctness and/or 
organizational sensitivity. 


Although in some cases the GAAT is used, at present public servants in other 
occupational groups and experienced personnel practitioners from the 
private sector are not required to complete this or any other form of test to 
assess aptitude for, and potential to advance in, personnel work. 


The GAAT is considered, as an interim measure and in the absence of a 
better device, to be an appropriate test to use in the selection of candidates 
for entry to the PE Group. However, it does not have specific validity for 
personnel work, particularly the behavioural and andragogical elements. A 
specific test, capable of predicting success in all personnel specialties, could 
be developed by the Personnel Psychology Centre of the Public Service 
Commission and could be known as the Personnel Administrative Ability 
Test. The Study Group was informed that developmental work would take 
about two years. Implementation of the mandatory use of such a test would 
require the approval of the Public Service Commission. 


In recognition of the need for a test which would be predictive of both 
potential for success on the initial PE Developmental Program (see section 5), 
and of longer term potential in the PE field, the Study Group recommends: 


that as an interim measure, all applicants for entry to the PE Group, 
except those who have an established record of personnel administra- 
tion experience, be required to pass\the General Administrative Ability 
Test (GAAT); 


that a test specifically designed to measure the aptitude and potential 
for success in the personnel administration field be developed by the 
Public Service Commission; and 


that once such a test has been designed, it be a mandatory part of the 
selection process for entry to the PE Group in place of the GAAT for 
all candidates except those who have an established record of personnel 
administration experience. 


With respect to rated requirements, the Study Group identified a need to 
introduce carefully described job requirements at each level. These can 


be based on the job analysis conducted for the certification profiles (see 
section 6), as well as on an understanding of the variety of qualifications 
required for generalist positions and the depth of qualifications required for 
specialist work.* New entrants would have to meet these more rigorous 
requirements and the selection boards made up of more senior officers which 
are discussed in the next paragraph would be able to conscientiously apply 
them. 


Selection boards 


The composition of, and procedures followed by, selection boards in staffing 
actions at the entry level are paramount in ensuring that selection standards 
are carefully applied and guidelines correctly interpreted. The Study Group 
believes that decisions on entry-level candidates are often made by PEs who, 
by reason of their own background and experience, are not fully capable of 
assessing such critical factors as potential for development. Selection board 
members should be senior PEs (including directors of personnel), drawn 
from a variety of environments — specialist, generalist, headquarters line 
management and central agency. Policies and guidelines on board composi- 
- tion for entry selection should be issued by the Public Service Commission. 


The Study Group recommends: 


that senior, experienced PEs (including directors of personnel) be 
members of selection boards at the entry level in order to ensure that 
critical factors such as potential for development in the PE field are 
properly assessed. 


Pool of Person-years 


The Study Group considers that a central pool of person-years is needed 
to allow for the recruitment of developmental PEs who would meet the 
new, more rigorous, entry standards being proposed. About 30 person-years 
would be needed, over each of the first three years after implementation, 
to have the desired impact on the PE Group. After that, the need could 
be reviewed to determine whether or not the pool would be required on a 
continuing basis. The pool would be administered by the PE Coordination 
Centre which is covered in section 10 of this Report. 


The pool would be used for entry level intake from two sources: external 


recruitment through the present AT program, and internal recruitment of 
ATs through interdepartmental competition. Successful candidates would 


*Several generic job descriptions which support the generalist concept of organization 
were prepared by the Study Group and are available to interested departments. 
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be deployed to departments for training, free of person-year and salary 
costs, for up to a year. Candidates from within the Public Service would not 
necessarily remain with their home department but could be deployed 
elsewhere, depending on overall Service demands. 


Departments would still be free to select and sponsor their own ATs, in 
addition to those in the pool. These candidates would be funded from 
departmental resources and would remain with their home departments for 
on-the-job training. 


The Study Group therefore recommends: 
that a pool of person-years to be administered by the PE Coordination 


Centre (see section 10) should be established to facilitate the recruit- 
ment and training of developmental PEs. 
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SECTION 5 


DEVELOPMENTAL PROGRAMS 


In order to increase the breadth and depth of knowledge of PEs, which in 
turn will contribute to a greater degree of professionalism in the personnel 
community, the Study Group has identified the need for a three-part training 
and development continuum: 


— orientation on entry to the PE Group; 
— technical training in the personnel specialties; 
— advanced pre-management level training. 


The first and third parts of this continuum are treated in this section; the 
second part is dealt with in section 6. 


PE Development Program 


A concern which arose time and time again from many sources during the 
Study Group’s work was the need for better orientation on entry to the 
PE Group. In most cases at the present time, a person entering the Group is 
appointed to a position and begins working in a specialized area without 
having a general understanding of the complexities of the total field of 
personnel administration. This pattern has reinforced the tendency for many 
PEs as they mature to have a narrow perspective and to be less concerned 
with the wider issues than is desirable. This restricted outlook has con- 
tributed to the negative attitudes of line managers toward the personnel 
community in general. 


The Study Group believes that there should be a training and development 
program designed to provide new entrants to the PE Group with an exten- 
sive overview of the organizational and functional context in which they 
will be working. This introduction to personnel skills and techniques should 
have a generalist orientation. 


It is the opinion of the Study Group that discretion must be exercised 
in determining the requirement for an individual to undertake the entire 
program. However, it firmly believes that all new ATs, whether recruited 
from within or from outside the Public Service, and whether or not they are 
part of the pool of trainees sponsored by the PE Coordination Centre 
(see section 10), should be required to follow the complete program. All 
those recruited from support staff levels would also be required to take the 
complete program. 


Officers in other occupational groups in the Public Service who are transfer- 


ring into the PE Group, as well as personnel specialists being appointed from 
outside the Public Service, would be required to take-those portions of the 
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program that aic considered necessary. The decision as to the modules of the 
course from which new appointees could be exempted would be made by 
departmental personnel management in consultation with the individual 
involved. Each case must be decided on its own merits. However, the Study 
Group feels strongly that some form of orientation to public personnel 
management should be mandatory. 


The Study Group therefore recommends: 


that a program to be knownas the PE Development Program be designed 
and introduced; 


that the program have a generalist orientation; 


that the program cover the overall concepts and skills required in 
personnel administration, the influences of the Public Service environ- 
ment in which it is exercised and a theoretical and practical exposure 
to the major facets of each of the five personnel specialties; * and 


that all new entrants to the PE Group be required to undertake some or 
all of the program, depending on their background and experience. 


The complete PE Development Program would last approximately one year 
and would consist of a mix of formal classroom training and structured 
job assignments. The formal training would consist of eleven modules which 
represent a total of five weeks of classroom work. The subjects to be covered 
in these modules, a brief statement of the purpose of each, and the duration 
of the formal and on-the-job training components, are shown in Appendix 
SG 


The Study Group attaches much importance to the need for ensuring a 
solid introduction to the personnel function, particularly for those entrants 
with little or no previous practical personnel experience. The Group is aware 
that there are those who feel that a one-year program is too long and that it 
would be a year lost in terms of productivity. The Study Group does not 
subscribe to these beliefs for two reasons. First of all, with a little planning 
and proper supervision, a new recruit can make an early contribution to the 
organization’s objectives. Secondly, and more importantly, the Study Group 
is convinced that the solid base and wide exposure which would be provided 
will be invaluable in developing in PEs a professional approach to their 
future work. 


* Staffing, Classification, Staff Relations, Training and Development and Human Resources 
Planning. 
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The Study Group makes a number of suggestions related to the PE Develop- 
ment Program. These are: that all classroom training would be provided 
in the National Capital Region; that there would be 20 participants per class; 
that participants from the regions would make two trips to the National 
Capital Region during the Program; and that participants’ departments 
would be responsible for travei and accommodation costs as well as tuition 
costs where applicable. 


With respect to the format of the complete program, the Study Group 
suggests that it be undertaken in two phases: 


Phase I 

A. Six orientation modules 10 days 

B. First and second disciplines modules 6 days 

C. Total on-the-job training 73 days 

Phase II 

A. Three other disciplines modules 9 days 

B. Total on-the-job training 105 days 
TOTAL PROGRAM TIME 203 days 


As to the sequencing of the disciplines, the Study Group suggests that the 
staffing and the training and development modules should be a prerequisite 
for the human resource planning module. 


In terms of responsibilities, the Study Group sees the coordination and 
evaluation of the PE Development Program being the responsibility of a 
training committee made up of representatives from Treasury Board 
Secretariat, the Public Service Commission and two specialists from different 
departments and environments representing each of the five disciplines. The 
design and conducting of the course would be the joint responsibility of the 
Public Service Commission and Treasury Board Secretariat. The departmental 
role would be to provide departmental tutors who would supervise the 
on-the-job training phases of the Program and assess trainees’ performance. 


The Study Group also sees the PE Development Program as a further screen- 
ing device of new entrants to the PE Group. Evaluation of participants’ 
course work, as well as their performance in a variety of work environments 
would provide opportunities for full evaluation during the initial probation- 
ary period. 


Advanced PE Development Program 


In examining the total spectrum of training and development which should 
be available to PEs, the Study Group considers that the knowledge and 
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experience gained through the PE Development Program and through the 
various specialty certification programs (which the PE may have followed) 
needs to be reinforced at a more senior level. The Study Group therefore 
recommends: 


that a program to be known as the Advanced PE Development Program 
be designed and introduced. 


Like the developmental program at the entry level, the Study Group believes 
that the Advanced PE Development Program should be broadly based and 
have a generalist orientation. Its content will cover management theory and 
practice, consulting and interpersonal skills, leadership, problem solving and 
counselling as well as an advanced overview of the five PE specialties. A 
proposed course outline is shown in more detail in Appendix ““H’”’. The 
Study Group suggests that the program be designed on a five-week classroom 
basis, but that there should be options which would allow all or part of it to 
be taken at external institutes, by private study, seminars and so on. The 
Study Group further suggests that the design of portable “self-use” instru- 
mented modules be investigated on a cost-benefit basis. If such an approach 
is feasible, the Study Group sees this as the most desirable approach to 
implementation where the nature of the module content permits. 


The Study Group examined the question of the eligibility requirements 
for taking the program and recommends: 


that the prerequisites for taking the Advanced PE Development Program 
should be a substantive level of PE-3 and certification in at least one of 
the five specialties. 


The Study Group believes that at the present time PEs are advancing to 
supervisory and managerial levels or to roles as senior specialists without 
broadening their knowledge base and sharpening their skills to permit a truly 
professional delivery of service to line managers. To overcome this deficiency 
the Study Group recommends: 


that successful completion of the Advanced PE Development Program, 
including the passing of a comprehensive examination, be a prerequisite 
for advancement beyond the PE-3 level. (See also section 7 on 
Promotion. ) 


As it is recommending that successful completion of the Advanced PE 
Development Program be a basic requirement for promotion beyond the 
PE-3 level, the Study Group further recommends: 


that the Advanced PE Development Program be made available on a 


priority basis to those persons who are eligible for appointment 
beyond that level. 
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The Study Group recognizes that the implementation of the above recom- 
mendations will place a strain on course design, development and delivery 
facilities and also that some sort of leeway will have to prevail in order to 
allow all those who are eligible an opportunity to take the course. The Study 
Group therefore recommends: 


that there be a two-year moratorium on the implementation of the 
recommendation to make the Advanced PE Development Program a 
prerequisite for promotion beyond PE-3. 


The Study Group also examined the question of exemption from the pro- 
gram of certain types of persons, namely those holding appointment of PE-4 
or higher at the time of implementation and those appointed from inside or 
outside the Public Service at the PE-4 or higher level. In the case of the 
former, the Study Group foresees the possibility that these persons might be 
legally declared not to meet the basic requirements for future promotion if 
they have not successfully completed the program. In the case of the latter, 
the assumption could be made that appointees at these levels, particularly 
personnel specialists from outside the Public Service, could be presumed to 
have the equivalent of the Advanced PE Development Program. However, 
the Study Group believes that management must reserve the right to 
determine which portions of the program such persons must take after 
appointment. 


With respect to exemptions, the Study Group therefore recommends: 


that persons holding appointments of PE-4 and higher at the time of 
implementation be exempted from the basic requirement of successful 
completion of the Advanced PE Development Program when being 
considered for future appointments in the PE Group; 


that the program be made available to such persons if they wish to take 
it; and 


that persons appointed after implementation at the PE-4 level or higher 
from outside the PE Group be exempted from the basic requirement 
of successful completion of the Advanced PE Development Program on 
initial and subsequent appointment, with the proviso that management 
reserves the right to determine which parts of the Program, if any, such 
a person must follow after appointment. 
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SECTION 6 


SPECIALTY CERTIFICATION 


The question of specialty certification was examined in great detail by 
the Study Group. The Group looked into certification practices in other 
jurisdictions and the adequacy of current certification programs in the 
Public Service. It also developed certification processes and standards and 
makes a number of recommendations on related issues such as the training of 
tutors. All these matters are discussed in this section. 


In personnel administration, certification is defined as the process by which 
the competence of PEs in a continuously evolving body of knowledge and 
skills can be established and measured for adequacy. It is strongly endorsed 
by the Study Group as an important method of ensuring the attainment and 
maintenance of standards of performance which will lead to increased 
professionalism and improved service to management. This position is 
supported by educational, industrial and governmental research studies as 
well as by professional personnel bodies. 


At the present time, there are certification programs in the Public Service in 
two of the five personnel specialties — staffing and classification. The current 
staffing certification program has been operating for about two years and is 
administered by the Public Service Commission. Its purpose is to produce 
certified staffing officers who are competent to administer the Public Service 
staffing system. Every appointment in the Public Service must be authorized 
by a certified staffing officer who holds delegated staffing authority or by a 
line manager who holds delegated staffing authority and who has sought the 
advice of a certified staffing officer. Through the certification program the 
staffing officer is trained to know and interpret the legislation, policies and 
practices related to the staffing process so as to be able to attest that they 
have been respected in the selection process leading up to the appointment 
of an individual. 


The staffing certification program comprises a four- to six-month initial 
staffing exposure period, a three-week in-residence course, a series of directed 
and monitored on-the-job assignments under the direction of a departmental 
tutor, a report and a written examination. 


One of the principal criticisms of the present staffing certification program is 
that it is too technically oriented. This is recognized not only by the Study 
Group but by departmental staffing managers and the Public Service Com- 
mission itself. Improvements in this respect could be achieved by broadening 
the scope of the course ard adjusting the mode of presentation. The Study 
Group believes that the course does not cover the broader aspects of the 
staffing role found in all organizations in such areas as recruitment, out- 
placement, relocation, reassignment, advanced interviewing and staffing 
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office management. As a result, participants are not taught skills that will 
enable them to place their subject-matter in a broader professional environ- 
ment and to solve staffing problems employing practices widely used in the 
private sector. 


With respect to the mode of delivery, the Study Group believes that many 
of the technical elements of the course could be transmitted via non- 
classroom learning methods such as directed research programs. In addition, 
the Study Group feels that staffing officers should be trained in consulting, 
interviewing and public relations skills prior to the beginning of the certifica- 
tion program. Finally, the Study Group feels that the benefits for the 
participant of the required report and the on-the-job training depend largely 
on the quality of the tutor. Tutors are seldom the products of recent staffing 
training and may not see the full benefits of the certification program. As a 
result, their guidance is not as creative or demanding as it could be. The 
advocated training of tutors is covered later in this section. 


The Study Group recommends: 
that the present staffing certification program be continued; and 


that the program be improved by broadening the scope of the course 
and adjusting the mode of delivery. 


The present classification certification program consists of the “Introductory 
Course in Classification”, which involves four weeks of formal classroom 
training plus sixteen weeks of on-the-job assignments in the participant’s 
department or agency. The “Introductory Course” was introduced shortly 
after the new classification system came into use during the mid-sixties and 
it has been updated and improved over the years with significant input from 
departmental heads of classification. The course is designed to train officers 
for departments and agencies so that they will have the knowledge and skills 
to operate and maintain the integrity of a delegated system of classification. 


The 16 weeks on-the-job phase of the Program (or the “‘articling period’, as 
it is commonly known) provides the participant with an opportunity to 
apply in an organizational environment the knowledge and technical skills 
learned in the classroom. 


The classification system is technical and the course tends to reinforce 
this technical orientation. The Study Group believes, however, that the 
training provided by the proposed PE Development Program would com- 
pensate for this deficiency. 


The Study Group therefore recommends: 


that the present classification certification program be continued; 


that no changes in the course be made at the present time; and 


that course changes and administrative adjustments in the certification 
process be made coincident with the implementation of other related 
recommendations in this report. 


Notwithstanding the deficiencies inherent in the present certification 
systems, the Study Group came to the conclusion that the most satisfac- 
tory method of ensuring the attainment and maintenance of standards of 
performance leading to increased professionalism and improved service to 
management is the expansion of certification programs to cover the five 
main personnel specialties. 


The Study Group therefore recommends: 


that certification programs be developed and introduced in the 
personnel specialities of staff relations, training and development and 
human resources planning. 


In order to lay the foundation for the expanded certification programs, 
the Study Group has developed certification standards and a proposed 
program content for each of the five specialties. The standards have been 
developed to reflect the competence required at the fully operational, 
non-supervisory level (PE-2 or -3) and are described in terms of duties, 
process, and knowledge and skills requirements. The standards have been 
reviewed in several departments and have been found to be acceptable. The 
standards and the individual specialty program outlines are too lengthy to 
include in this report. They are, however, available in the Study Group’s 
working papers and the Group believes that this material would be useful to 
those responsible for the implementation of the certification programs. 


The Study Group sees each program following a common pattern of initial 
exposure, formal training and on-the-job assignments. The initial exposure 
period would be flexible, varying from one to six months depending on the 
specialty and the experience of the trainee. The classroom training phase 
would last from 15 to 20 days depending on the discipline. The assignments 
phase, lasting from 10 to 18 months, would be composed of several struc- 
tured periods with an evaluation on the completion of each assignment. 


At the end of the assignments phase, trainees would be required to under- 
take a test to evaluate their knowledge and skills in the particular discipline. 
The tests, which could take a variety of formats, would be prepared, 
administered and scored by the Personnel Psychology Centre. Personnel 
specialists in the various disciplines would be involved in developing the tests 
and the passing criteria. 
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With respect to the administration of each certification program the Study 
Group sees two bodies having principal responsibilities — the PE Coordination 
Centre and a certification standards committee established by the appro- 
priate central agency. The responsibilities of the PE Coordination Centre 
(which is dealt with in detail in section 10) would include the appointment 
of departmental and central agency certification committees, receiving 
applications for certification, and establishing and maintaining a certification 
registry. Certification standards committees would be established in each 
discipline and would be composed of specialists from departments and 
central agencies. Their responsibilities would include defining and updating 
the appropriate body of knowledge and skills, developing test questions and 
passing criteria, and recommending certification to the designated central 
agency official, who would officially approve and register those recommended. 
The PE Coordination Centre would then provide certification documents to 
the individual concerned and their employing department. 


The criteria against which trainees would be assessed to determine whether 
certification would be granted are: completion of formal training and 
assignments (or completion of the test); performance of the individual 
during assignments; clients’ evaluation of advice and service given during 
assignments; and successful completion of the test. 


The assessment process leading up to a certification decision would be: 


(1) At the end of the assignments phase the participant’s department would 
submit to the relevant certification standards committee through the 
PE Coordination Centre an application for certification including an 
appraisal of the participant’s performance. 


(2) The certification standards committee would review the compulsory 
assignments. If the assignments meet the certification standards, the 
committee would arrange for the participant to undertake the written 
examination. 


(3) The Personnel Psychology Centre would be responsible for assembling 
and editing the examination questions prepared by members of the 
relevant certification standards committee for validity as to knowledge 
measurements. 


(4) The certification standards committee would recommend certification 
to the designated senior official in the appropriate central agency, after 
which it would request the PE Coordination Centre to issue a certificate 
and identification card to the successful candidate. 


(5) Should the participant fail the written examination, the certification 


standards committee: would suggest areas in which further study was 
needed prior to a further attempt at the examination. 
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(6) If a department was not satisfied with the decision regarding the 
certification of a candidate, it could request a meeting of the relevant 
certification standards committee to hear the department’s proposal 
and to review its submission for certification. 


In summary, the Study Group recommends: 


that certification standards committees be established for each of the 
five specialty areas; 


that the PE Coordination Centre administer the certification programs, 
and 


that the certification criteria and specialty program outlines developed 
by the Study Group be adopted following further validation in 
departments. 


The Study Group also examined a number of other aspects related to the 
matter of certification. One of these is the question of the treatment of 
persons who have been certified in a specialty but have not practiced it for 
some time. The present practice is to revoke the certification of persons in 
this situation. The Study Group believes that this practice should be dis- 
continued and recommends: 


that once granted a certificate, an individual should retain certification 
indefinitely, subject to revocation only for reasons of incompetence or 
abuse. 


In conjunction with the above recommendation, the Study Group recognizes 
that refresher training will be required. Such training courses should be brief 
and cover only recent changes in policies, programs and practices in the 
relevant specialty. The Study Group therefore recommends: 


that refresher courses be designed for each specialty to provide up- 
dating for PEs lacking recent experience in a specialty in which they 
have previously been certified. 


The Study Group examined the question of the treatment of current prac- 
titioners in the three specialties for which no certification programs currently 
exist. The Group recommends: 


that current specialists in staff relations, training and development and 


human resources planning be certified immediately without taking the 
relevant program, provided they meet the established criteria. 
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The Study Group also recommends: 


that certification should be available to non-PEs in appropriate 
circumstances. 


With respect to trained practitioners from outside the Public Service, the 
Study Group believes that it should be possible to certify them either 
immediately on entry or after taking only those parts of the certification 
program that are recommended for them. The same may well hold true for 
trained practitioners inside the Public Service. The Study Group therefore 
recommends: 


that departments should have the option of recommending that trained 
practitioners be tested for certification without taking the certification 
program or after taking only those parts that are recommended for 
them. 


As mentioned earlier in this section, the benefits to a participant in the 
on-the-job training phase of a certification program are largely dependent on 
the quality of the tutor. The experience of officers administering the current 
certification programs in staffing and classification suggests that there is a 
need for training to prepare departmental officers for the important role of 
tutoring candidates for certification. 


This training should cover the nature and importance of the role of the 
tutor in the total process, the nature of the relationship with the partici- 
pants, basic learning psychology applications, evaluation and feedback 
techniques, and counselling and coaching models. 


The Study Group therefore recommends: 
that a course be designed and made available on an as-required basis to 


provide training for departmental officers who act as tutors to candi- 
dates for certification. 
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SECTION 7 


PROMOTION 


Historically, statements of qualifications used in connection with promo- 
tional situations in the PE community have tended to be somewhat loose. 
The basic requirements used in statements of qualifications have generally 
been restricted to the education and general experience factors while the 
rated requirements, although more developed and precise, have not been 
measured using varied and sophisticated methods. This approach to selection 
has no doubt contributed to the lack of competency and the high promotion 
rate in the PE Group. In an effort to improve this situation, the Study Group 
has reviewed the current PE Selection Standard and makes a number of 
recommendations concerning its content and use. 


Additional background material is given in section 4 of this report, which 
relates to entry requirements and to Appendix “‘F’ which is an extract from 
the present PE Selection Standard. 


Le Education factor 


The education factor in the existing standard provides a great deal 
of flexibility, ranging from university graduation to completion of 
secondary school coupled with experience. To choose one requirement 
or another becomes a matter of judgement on the part of the manager 
based on the nature of the duties and responsibilities of the position to 
be staffed. As a general principle, the choice should be dictated by the 
level of education that is really necessary for the position. 


2. Occupational certification factor 


Although this factor is provided for in the overall selection standard 
structure it has not, to date, been activated in the PE Standard. The 
Study Group believes it should be. Furthermore, in conjunction with 
the recommendation contained in section 6 of this report, namely that 
certification programs exist in the five specialties, the Study Group also 
believes that the requirement to be certified in one or another specialty 
should be permitted as an option and used when necessary to the 
performance of the duties of a particular position. However, discretion 
should be exercised by the responsible manager in determining whether 
or not certification should be used as a basic requirement because a 
too-frequent use might result in limiting the mobility of PEs from one 
specialty to another and therefore prevent individuals from broadening 
their experience and competence. It is also suggested that, before 
deciding on the use of certification as a basic requirement, the res- 
ponsible manager consult with the PE Coordination Centre to ensure 
the appropriateness of this action in line with career management of the 
PE Group. 
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The Study Group believes that the PE Selection Standard should be 
modified to include as a basic requirement the occupational certifi- 
cation factor which would read as follows: 


“Occupational Certification Factor: 


This factor is applicable to positions in this Group where the nature and 
responsibilities of a position make it necessary to possess occupational 
certification in one or more of the following areas: staffing, classification, 
staff relations, training and development, and human resources planning. 
Based on the nature and responsibilities of the position, identify in the 
statement of qualifications the occupational certification(s) considered 
necessary.” 


In summary, the Study Group recommends: 


that the “Occupational certification factor’’ be activated in the PE 
Selection Standard and that the wording of this factor be as 
suggested in this report. 


Achievement, skills or aptitudes factor 


Even though this factor is part of the PE Selection Standard, it is 
rarely used in the selection of PEs. The Study Group believes that 
this factor should be used frequently, because it enables the responsible 
manager to design and develop assessment tools to evaluate an indi- 
vidual’s achievements, skills or aptitudes required by the position. 
Moreover, since it is a basic requirement, it can serve as a screening 
device to eliminate those who do not possess the minimum acceptable 
qualifications to perform the duties of the position. This factor can be 
used to assess different aspects of a position’s requirements such as 
knowledge, skills or aptitudes by means of an examination or a test. 


In section 4 of this report, the Study Group recommends that the 
Personnel Administrative Ability Test be designed and implemented 
to replace the General Administrative Ability Test for use at the entry 
level. It also recommends in section 5 that the passing of a compre- 
hensive examination be mandatory to assess the successful completion 
of the “‘Advanced Personnel Management Program”’. 


In order to implement the above-mentioned recommendations, the 
Study Group suggests that the achievement, skills or aptitudes factor in 
the PE Selection Standard be amended to read as follows: 


“Achievement, skills or aptitudes factor: 


This factor is applicable to positions in this group in which there may be a 
requirement to demonstrate by means of examinations or tests a prescribed 
level of general administrative or managerial achievement, or proficiency in 
certain required skills, or possession of relevant aptitudes. 
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Based on the duties and responsibilities of the position include in the state- 
ment of qualifications a description of applicable achievement, skill or 
aptitude requirements, or the name or type of examination or test by which 
they will be assessed. 


(a) In order to be initially appointed to the PE group, a person must 
achieve successful results on the Personnel Administrative Ability Test 
(temporarily the General Administrative Ability Test). 


(b) In order to be appointed to the PE-4 level and above, a person must 
successfully complete the “Advanced Personnel Management Program”’. 


Note: Experienced personnel practitioners recruited from outside the Public 
Service or having transferred from another occupational group at the PE-4 
level or higher whose education, training and experience provides, for the 
particular job being filled, qualifications equal to or higher than those pre- 
scribed in (a) and (b) may be exempted from meeting (a) and/or (b).”’ 


In summary, the Study Group recommends: 


that the “Achievement, skills or aptitudes’ factor in the PE 
Selection Standard be used in the selection process and that this 
factor be amended as suggested in this report. 


4. Experience factor 


As it appears in the current PE Selection Standard, the experience 
factor is adequate and does not require any change in wording other 
than perhaps a sentence stressing the fact that in describing the expe- 
rience required, the responsible manager should be as precise as possible 
in order to render the screening of potential candidates more efficient 
and to permit self-screening of candidates. 


Rated requirements 


In relation to the rated requirements portion of the statement of quali- 
fications, the Study Group suggests that they be assessed using varied 
methods such as interviews, examinations or tests, performance appraisals, 
references, role-playing and assessment centre techniques. It also suggests 
that the Public Service Commission publish an example of a complete rating 
guide for incorporation in the PE Selection Standard. 


The Study Group further suggests that Part III of the PE Classification 
and Selection Standard be altered to reflect the emphasis that is to be 
put on the personnel generalist concept, that is to say, that more generalist 
or multi-specialist positions should appear in the standard. Along with those 
new bench-mark descriptions, there should be examples of statements of 
qualifications enunciating the rigorous qualifications established as certifica- 
tion standards. 


26 


Since those examples are very often used by managers and personnel officers 
in the preparation of their statements of qualifications, the inclusion of 
those rigorous qualifications in the examples will undoubtedly result in 


having similar qualifications appearing in the individual statements of 
qualifications. 
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SECTION 8 


CAREER PATHS 


Part of the mandate of the Study Group is to outline typical career paths for 
PEs, to specify major barriers to career progression and to determine the 
impact of career pathing on individuals and departments. 


In its examination of these issues the Study Group had at its disposal, 
and was substantially aided by, the work done by the Bureau of Management 
Consulting which is referred to in section | of this report. Two brief extracts 
from the BMC Report* would be appropriate here. 


“Planned career management does not exist for the PE community. From the data 
collected there are several indications that career management is highly individual- 
istic, and dependent on factors external to any management system”. 


After giving some broad indications of career flows across various functions 
and in different working environments the report continues: 


“The results of the career path analysis, coupled with the data to be collected in job 
and incumbent profiles, will provide a detailed overview of personnel administra- 
tion in the Public Service. It will then be possible to look at career management for 
the community in a global sense. Recommendations must be made based on the 
assumptions that: 


(a) the upper level PE must have a broad knowledge and experience in personnel 
administration in order to manage operations and be involved in basic policy 
development; and 


(b) the working level PE must be capable of performing his/her job at least to a 
level at which line and other staff management are given professional rather 
than only technical assistance.” 


Against this background, the Study Group considered the question of 
career pathing from the premise that there was need for a more formal 
and structured approach in order to achieve the objective of an organ- 
ized build-up and delivery of professional personnel services across the 
federal government. 


*Bureau of Management Consulting, PE Staffing Study, June 1978, Volume II (Career 
Paths), p. 31. 
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The Study Group recommends: 


that from entry onwards, the main thrust of PE development and 
training should be to develop diversified and professional generalists, 
but which provision for a strong representation of specialists who will 
continue to be required. 


The ultimate role of the generalist will be multi-specialty program manage- 
ment of personnel services and the provision of responsible advice to line 
management. With more emphasis on attaining management and consultant 
knowledge, skills and techniques, the generalist will be partly perceived as 
having the same preoccupations in human resources management and 
delivery of services as those of line management. 


The specialist will be the technical arm of personnel which provides an 
in-depth knowledge of a specialty with input into personnel policy, proce- 
dures, planning and output as a practitioner in a single specialty. 


To support the achievement of this dual career-path notion, the measures 
discussed earlier in this report will have to be implemented. These are: 
the introduction of more rigorous selection standards on entry to the Group, 
the establishment of certification programs in all five specialties, and the 
basing of promotion on qualification and certification standards. 


To support the objective of increasing professionalism in the PE Group, 
the training and development programs discussed in section 5 of this report 
will also have to be implemented. 


The duties of PEs can comprise one or more of the main specialties in 
staffing, classification, training, human resources planning and staff relations, 
all of which require similar educational background and basic training. 
However, actual employment in each specialty, particularly at the junior 
level, is quite varied. To provide guidance both to employees and managers, 
several typical “‘career paths’ have been developed for PE specialists and PE 
generalists. Two examples of these are shown in Appendix “‘I’’. Because of 
the variety of duties and the variance of degrees of applicability of these 
duties from position to position, no attempt has been made to cover all 
situations. 


The Study Group also considers that experience in various sized depart- 
ments, at regional and headquarters levels and in central agencies, should be 
fostered. This is a role which could be undertaken by the PE Coordination 
Centre (see section 10). 
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The Study Group noted that the number of central agency PE positions is 
about 600, whereas the total number of departmental PE positions is about 
2,400. This imbalance contributes to difficulties in providing opportunities 
for employment in the central agencies themselves. To overcome this 
problem, the Study Group suggests that thought be given to providing access 
to the type of staff functions performed by central agencies. For example, 
the interpretation and formulation of policies and procedures are performed 
in small departments and in the headquarters of large departments. The 
Study Group also believes that the interchange of PEs with line management 
should be encouraged. 


The Study Group recommends: 


that a mixed-environment experience, particularly in the early stages 
of a PE’s development, should be encouraged. 


At the present time, delegation of staffing authority to departments is 
restricted to the PE-4 level. This has the effect of limiting the ability of PE 
managers to manage their departmental resources through career-path 
planning to the division chief level at departmental headquarters and to the 
regional personnel administrator level in the field. The Study Group there- 
fore recommends: 


that to permit departments to do more meaningful human resources 
planning for PEs, the Public Service Commission delegate staffing 
authority to departments to the PE-5 level. 


The Study Group has devised a line diagram which shows schematically how 
the various components which have been discussed to this point in the report 
would fit together in the recruitment, selection, training and development of 
PEs. This diagram is shown opposite. 
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SECTION 9 


GENERALIST ORGANIZATION 


Part of the mandate of the Study Group is to propose organizational con- 
cepts which would improve personnel management in the Public Service 
by making it not only more responsive to line managers and operational 
requirements but also more cost-effective. In developing these concepts 
the Study Group examined first of all what it considered to be some basic 
principles of organization. It then looked at what it considered to be the 
characteristics of a good organization and identified deficiencies in the 
present situation. 


In examining these questions, the Study Group developed the following 
definition of personnel management: 


“Personnel management is the cost-effective optimization of human resources, 
within government policies, and the principles of merit, equality and equity, to 
meet operational objectives.” 


With this definition as a common basis for its enquiry, the Study Group 
examined the question of the division of work in terms of responsibilities, 
authority and accountability. It found that the majority of managers accept 
the fact that they should have the final responsibility for their human 
resources. However, managers have had to abdicate some of this respon- 
sibility due to increasing pressures of other aspects of their managerial work, 
and the difficulties in keeping abreast of the increasing demands and com- 
plexities of personnel management. This abdication has resulted in the rapid 
growth of personnel branches in departments, both in power and size. The 
growth of power was further accelerated by the central agencies’ require- 
ments for ‘“‘certified personnel”’ to sign off certain specific actions to make 
them official. 


The original allocation of these sign-off responsibilities varied, with some 
departments giving delegation to line managers, and others to the personnel 
branch staff. Over time, these powers have tended to concentrate in the 
personnel branch for two reasons: first, the managers found that it was 
taking up too much of their time and requested that the personnel branch 
assume the responsibilities; and secondly, the poor quality of some decisions 
made by line managers resulted in withdrawal of delegation. The sum total 
of these actions has greatly diffused the lines of authority, and has given an 
image of ‘“‘control” to the personnel branch. 


a2 


The Study Group considers that it is appropriate to return to the funda- 
mental principles of personnel management. In the view of the Study Group 
the following are the basic responsibilities and accountabilities: 


Deputy Minister: responsible and accountable for the organization 
(including personnel) of the department and for planning to meet 
operational objectives within Public Service management policies in 
the most cost-effective manner; 


Line Manager: responsible and accountable for managing the assigned 
resources to meet operational objectives in a cost-effective and timely 
manner within departmental policies and procedures including the full 
range of planning functions; 


Head of Personnel: responsible to the deputy minister for the provision 
of personnel services and advice to line management on a consultant 
basis with shared accountability for the results of personnel actions. 


For the personnel branch, these responsibilities and accountabilities can 
be further defined as: 


(a) provision of high-quality personnel management advice and 
assistance to the line manager; 


(b) preparation on behalf of the deputy minister of the appropriate 
mechanisms for the exercise of good personnel management in the 
department; 


(c) consolidation of departmental personnel management plans; 


(d) monitoring the application of mechanisms against the plans and 
advising on variances; and 


(e) provision of those services which have been specifically delegated 
by the deputy minister. 


The Study Group believes that there should be a statement of the above- 
defined principles as a basis for a sound organization and division of work 
for personnel management. The Study Group therefore recommends: 


that the responsibility and accountability for personnel management 
in a department be reaffirmed as belonging to the deputy minister; 


that the division and delegation of responsibility below the deputy 
minister be clearly defined on a line/staff basis; 
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that it be made clear that the personnel branch is carrying out its 
mandate on behalf of the deputy minister; and 


that all authority in the personnel branch be seen as originating from 
the deputy minister and not directly from the central agencies. 


In looking at the quality of personnel management, the Study Group exam- 
ined current organizations in departments, the flow of work and decision 
points, the background of current PEs and the forecast of the requirements 
for personnel management in the near future. This examination was con- 
ducted within the framework of what is generally considered to represent a 
good organization. Based on this analysis the Study Group concludes that a 
good organization is one which: 


—has mechanisms for the planning, execution and monitoring of 
results against. objectives and initiating corrective action; 


— provides output that is timely, efficient and cost-effective; 
— groups activities that have common functions, 
— has a flow of work which encourages maximum cooperation; and 


— has a span of control which allows effective supervision and com- 
munication. 


In looking at the organization for personnel work in departments the Study 
Group found that in many departments: 


— the systems are unduly complex, have an excessive number of 
decision points, and are not integrated; 


— personnel management in many departments is not being monitored 
on a department-wide basis by a neutral group on behalf of the 
deputy minister; 


— many decisions and recommendations by personnel officers are 
being made in isolation, without adequate knowledge of their impact 
elsewhere; 


— line managers often have to deal with a number of personnel officers 
to get an action completed; 


— heads of personnel specialties at the corporate level tend to become 


fully involved in the routine day-to-day operations at the expense of 
their responsibilities for planning, monitoring and directing; and 
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— the span of control of some directors of personnel is too large. 


Based on these findings, the Study Group believes there is unquestionably 
room for improvement in several areas. Its recommendations follow. 


iE 


Grouping and integration of activities 


In its examination of the grouping of tasks being carried out within 
personnel branches, the Study Group concludes that the basic division 
into the five specialty areas of human resources planning, classification, 
staffing, staff relations and training and development should be con- 
tinued. With respect to the current “stand alone” personnel programs 
and those activities with personnel implications which appear under a 
variety of titles in the current departmental organizations, some of 
which are in personnel branches, the Study Group concludes that the 
line manager would be better served and the delivery of the programs 
expedited and more cost-effective if these were integrated within the 
five basic personnel specialty areas. 


The Study Group recognizes that not all of the present programs can 
be included easily in the five major specialties. However, it makes the 
following suggestions: 

(a) Equal opportunities: 


— planning aspects to be included in human resources planning, 


— confirmation that special groups have been actively sought out 
in the staffing process, to be included in staffing, 


— review of job descriptions to ensure there are no discriminatory 
statements to be included in classification, 


— special training programs to prepare candidates from under- 
represented groups, to be included in training and development. 


(b) Health and safety, employee assistance programs, conflict of 
interest, suggestion award, employee security clearances, pay 
and benefits (superannuation, pre-retirement and _ insurance 
aspects) to be included in staff relations. 

(c) Official languages: 


— planning aspects to be included in human resources planning, 


— employee language training and administration to be included in 
training and development, 
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— verification of the language capabilities of applicants and 
language testing to be included in staffing, 


— identification and designation of language requirements of 
positions to be included in classification. 


Other programs, such as organizational development, though perhaps 
minor in terms of resources devoted to them, are major in impact. 
Work will have to continue on how they fit into the totality of person- 
nel administration careers, organization and training. 


In summary, the Study Group recommends: 


that the activities of a departmental personnel organization be 
grouped into the five specialty areas, viz. staffing, classification, 
staff relations, human resources planning, and training and 
development; and 


that the current stand-alone special personnel programs, and other 
programs with major personnel implications, be integrated with the 
five specialties. 


Organizational relationships 
Operational: 


Having established the basic groupings of work, the Study Group 
then examined the detailed interrelationships between the line manager 
and the personnel staff. It considers that, in large departments, line 
Managers can be best served by the establishment of a number of 
personnel operational units at both the regional level and corporate 
headquarters to serve local line managers. These units would be staffed 
by generalist personnel officers who would be able to provide expertise 
in more than one personnel specialty and would include pay and 
benefits and the necessary support staff. The number of units and the 
internal unit structure would depend upon the workload, complexity 
and geographical area served. 


Each line manager would be assigned a specific personnel administra- 
tor in the local operational unit. This PE would be the contact for all 
requests for personnel action or information and would obtain all the 
necessary information required to meet the line manager’s routine 
requirements. Actions within the competence and delegated authority 
of the contact officer would be handled by that officer and other 
requirements would be met by other officers in the unit with appro- 
priate delegated authority. 
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For those activities for which personnel in the unit did not have 
delegated authority, such as the classification or staffing of senior 
positions, the contact officer would take appropriate local action and 
forward the request to the level of appropriate delegation. Thus a line 
manager would have to deal with only one PE on all routine requests 
other than pay, and on situation reports on any ongoing requests. Pay 
and benefits information would continue to be provided directly by the 
clerk assigned to the individual employee file. 


In those cases where a request for action was of a non-routine or 
complex nature, such as the development of a special training course 
for a new skill requirement, or a major organization and reclassification 
exercise, the contact officer would make arrangements with head- 
quarters for the establishment of a small working group composed of 
the personnel specialist(s), the requesting line manager and others as 
required. 


For small departments, non-routine and complex requirements could 
be met by central agencies or arrangements with other departments. 


Personnel operational units could include PEs under training who 
were completing their apprenticeship in a specialty and were not 
yet certified. In exceptional circumstances such persons could be 
named as contact officers, depending on their level of training and 
competence. 


The reporting relationship of these operational units would depend 
upon the organization and geographical location of line divisions 
of the department. The head of the operational unit could generally, 
however, report either to a line manager and functionally to the head of 
personnel or directly to personnel headquarters. Where there are a 
number of personnel operational units reporting to the director of 
personnel, there may be a requirement for a chief of operations, and 
possibly assistant chiefs, to reduce the director’s span of control. 


Departmental needs may dictate that specialist personnel officers 
are required in regional offices as well as at headquarters, in which 
case they should be provided. 


Specialist: 


The director of personnel at head office could be assisted by a staff of 
personnel specialists in each of the five specialty areas to the extent 
necessary. These specialists would be responsible for developing depart- 
mental policies, procedures and forms, interpreting departmental and 
central agency policies and directives, preparing departmental plans and 
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reports, monitoring the work of the personnel operational units within 
their specialty area, training PEs and line managers in their specialty 
area, liaising with central agencies, providing technical back-up for 
generalists, and conducting special personnel management projects, 
analysis and research. 


The senior specialist in each specialty would report to the director 
of personnel, and would have functional authority for the specialist 
activities performed in the personnel operational units. These specialists 
would keep abreast of the operational needs of the department by 
maintaining effective communications with the personnel operational 
units, line operations and line managers, with particular attention to 
their problems. In a small department there may not be justification for 
an individual specialist in each specialty. In such cases the responsibili- 
ties may be combined, with the expertise being provided by the central 
agencies. Communication on routine matters between the personnel 
operational units and the head office specialists would be direct, and 
not through the chain of command. 


In summary, the Study Group recommends: 


that personnel branches be organized into two basic areas: opera- 
tions and specialties; 


that personnel operational units be established at regional and 
headquarters levels; and 


that these units be staffed with personnel generalists, pay and 
benefits staff and appropriate support staff, as well as with 
regional specialists as needed. 


Optimum size and composition of a personnel branch 


The Study Group was unable to find any reliable information on the 
optimum size of a personnel branch, although it understands that 
there have been some attempts to establish basic formulae for dif- 
ferent sizes of departments. The Study Group considers that such 
basic formulae are essential for achieving a better balance of personnel 
resources between departments and that these formulae should include 
such factors as: the number of personnel to be served, the volume and 
quality of work, the complexity of the workload, occupational groups 
and levels served, geographical dispersal of staff, and performance 
criteria for each personnel branch activity. 


In examining this aspect of organization, the Study Group noted 
that there are a variety of occupational groups other than PEs, ASs 
and CRs in personnel branches, many of whom appear to be carrying 
out duties normally considered part of the PE’s job. 
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It also noted that there is a considerable overlapping of responsibilities, 
with some officers doing clerical work and in other cases clerks screen- 
ing candidates for competitions and analyzing job descriptions for 
lower level positions. It considers that there should be a formula for 
determining the optimum ratio of officers to support staff, taking into 
account the impact of computer technology on personnel management. 


The Study Group therefore recommends: 


that a series of formulae be established by the central agencies in 
consultation with departments, to assist deputy ministers in deter- 
mining the optimum size of a personnel branch in relation to the 
size and complexity of a department; and 


that one of the formulae be related to the optimum officer-support 
staff mix in a personnel branch. 


The Study Group considers this is an urgent requirement, not only 
to better distribute the current PE resources, and determine the total 
requirements, but also to optimize the employment of the resources 
that are allocated. 


Evolution of the new organization 


The Study Group recognizes that the responsibility for organizing 
personnel work as well as other activities rests with the deputy minister. 
The move to a generalist personnel organization is a costly and time- 
consuming process; it should be allowed to evolve over the next few 
years in consonance with the changing skills, training and competence 
of PEs. The Study Group therefore recommends: 


that there be no attempt to impose on departments the generalist 
organization recommended in this report. 


Personnel audit 


The Study Group believes that an audit review should examine the 
total integrated activity of personnel management, in conjunction 
with audits of operational programs, to verify whether the relationship 
between programs and their personnel requirements are appropriate. As 
this review of personnel management cuts across organizational lines, it 
should be carried out by a group outside the personnel branch. The 
Study Group therefore recommends: 


that a personnel audit review capability reporting to the deputy 
minister be established outside the personnel branch as part of 
the overall departmental audit function to examine all aspects of 
personnel management in relation to the operational programs. 
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Central agencies 


The Study Group did not conduct an analysis of the central agency 
organizations per se, but it did uncover some concerns caused by 
their present organizational structures. The main concern is the diffi- 
culty in determining the dividing line between the responsibilities of the 
two agencies, which is further compounded by the two agencies, on 
occasion, giving uncoordinated and apparently conflicting advice to 
departments. 


The Study Group therefore recommends: 
that the central agencies review the division of responsibilities in 
each of the five specialty areas and the stand-alone programs, to 
remove overlaps and duplication and promulgate the results to 


all concerned via official channels; and 


that closer liaison be maintained between the central agencies so 
that departments obtain consistent advice. 
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SECTION 10 


PE COORDINATION CENTRE 


To support the objective of developing competent personnel administrators, 
a comprehensive training and development program must not only be estab- 
lished: it must also be managed in such a manner as to encourage employees 
to broaden their field of expertise, induce managers to take an active part 
in the implementation of the program, and ensure that the program itself 
remains viable with respect to the changing demands on the personnel admin- 
istration community. The Study Group considers it essential that there be an 
interdepartmental authority at the centre which will carry out such func- 
tions and which will be a focal point for personnel administration in the 
Public Service. The Study Group therefore recommends: 


that a PE Coordination Centre be established in the Treasury Board 
Secretariat, the purpose of which will be to establish and maintain 
occupational competence for personnel administrators by setting 
standards of knowledge and performance while promoting career paths 
that will allow and encourage them to broaden their skills, thereby 
improving service to management. 


While the PE Coordination Centre may from time to time act as a facilitator 
in arranging such things as interdepartmental transfers, the Study Group 
feels strongly that the Centre should not exercise any control over the 
deployment of departmental personnel. This function must remain the 
responsibility of departmental managers in meeting their operational require- 
ments. 


The Study Group has outlined some of the major responsibilities of the 
PE Coordination Centre, as set out below. A number of the responsibilities 
are standard types of operations and need little further explanation here. 
Some of the responsibilities, however, are new concepts and are further 
detailed. 


1. Promote acceptance and understanding of the new personnel system 


The Study Group has already done some work in this connection. 
However, this would become an ongoing responsibility of the PE 
Coordination Centre and reports, presentations and counselling would 
have to be arranged as required. 


2. Set up and maintain easily accessible information systems 


The information required to establish a data bank describing incumbents 
in personnel positions and their qualifications as well as the historical 
data needed for individual career profiles can be obtained through 
questionnaires or from existing information systems. 
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One of the major tools available to the Coordination Centre would 
be the employee appraisal report. It would be used in: | 


— establishing and maintaining personnel inventories; 
— employee occupational counselling; 


— advising departments on developmental matters for individuals 
and for groups of personnel officers; 


— recognizing the need for changes in corporate training and develop- 
ment plans; 


— assessing the effectiveness of the PE employee appraisal system; and 
— maintaining current career files. 


Each department administers its own performance review and employee 
appraisal program based on guidelines set down by the Treasury Board. 
It may be necessary to have addenda to departmental appraisal report 
forms for PEs to enable the PE Coordination Centre to gather the 
information it requires. 


Ensure a suitable mix of incumbents in personnel positions 


The Coordination Centre would work with departments to this end by 
developing and applying accepted recruiting and competition proce- 
dures to improve the proportion of women, the handicapped and 
indigenous people in the PE Group, particularly in upper level positions. 
The Centre would also be responsible for assisting departments and the 
Public Service Commission in maintaining an appropriate mix of entrants 
from outside the Public Service and those entering from support positions. 


Maintain and monitor criteria for certification 


The Coordination Centre would administer programs for measuring 
competence in the various personnel specialties through written or 
oral examinations, evaluation and assessment. 


Administer the certification programs 


The Coordination Centre would be responsible for arranging that 
certification be granted on completion of the required courses and 
assignments and meeting evaluation standards. It would also keep 
accurate and up-to-date information on certification standards and 
those who have met them. 


(For further information on certification programs see section 6 of 
this report.) 
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Coordinate PE training activities 


The Coordination Centre would be responsible for coordinating the 
training activities for all PEs and personnel support staff in the Public 
Service in cooperation with departments and central agencies. The 
Centre would not, however, be responsible for the actual delivery 
of training programs. The Study Group envisages the Coordination 
Centre’s responsibilities in this area to include: 


— formulating policy on training for PEs and support staff; 
— setting standards for developmental assignments; 


— offering opportunities for development to aspirants to the senior 
management level; and 


— finding assignments for individuals to enable them to reach certifica- 
tion objectives. 


Provide counselling and career planning 


Individual counselling offered in the Coordination Centre should be 
restricted to career counselling. Personal problems should not be 
dealt with in the Centre, except to ensure that assistance is made 
available. 


It is envisaged that counselling provided to departments will facilitate 
the movement of officers for developmental and training purposes. 
Until such time as the PE Group becomes part of the Management 
Category and the appointment to level concept comes into effect, a 
lateral transfer system, operating interdepartmentally, would be useful 
for career planning. Currently, a considerable number of transfers are 
taking place — almost 30 per cent of strength — annually for the PE 
Group. It may not be necessary to try to increase the number of 
transfers, but it may be desirable to facilitate interdepartmental trans- 
fers. This would benefit small departments and would ensure that their 
employees would get a greater diversity of experience. 


It is suggested that the PE Coordination Centre could act as a broker, 
by having information about individuals, their skills and preferences 
and also about departments and their needs. Matches between the two 
could benefit both parties. Initially, such assistance could be given by 
responding to requests. However, once the Centre’s data system is 
operative this activity would become easier. After appointment to level 
comes into effect, similar transfers could be arranged but would require 
less administrative work. 


43 


Because of its expertise in this area, the Coordination Centre would also 
be in a position to respond to departmental requests for advice on 
organizational matters. 


Participate in senior staff selections 


As the focal point for personnel administration in the Public Service, the 
Study Group believes that the PE Coordination Centre should partici- 
pate in all PE selection processes from the PE 6 level and upwards. 


Manage a pool of person-years 


A pool of person-years controlled by the Coordination Centre is required 
to facilitate the strengthening of more rigorous selection standards on 
entry to the PE Group and to ensure attendance at the PE Developmental 
Program. The person-years would be allocated to those departments 
where there is the greatest need and where the training will be effectively 
used. Recruitment would be similar to the present AT program. The 
Study Group expects that departments receiving the free person-years 
would contract to provide training for their own officers. 


(See also section 4 — Entry to the Group.) 


The Study Group considers that the Centre should be located within 
the Treasury Board Secretariat but have a close working relationship 
with the Public Service Commission. Relationships with departments 
would be formally established with official departmental liaison officers 
who would have the authority to make decisions on behalf of the 
department’s PE group. 


A proposed organization chart for the Centre showing the functions 
of the three main positions is shown in Appendix “‘J”’. 


Initially, the work of the Centre would be directed to giving informa- 
tion about the new personnel system and certifying incumbents. 
The second requirement would be to establish an information system. 
At the same time, recruiting for the centrally controlled person-years 
would take place and their deployment planned. In six months the 
Centre could be operational, and after one year, the certification and 
developmental activities should be functioning fully. In the long term, 
the responsibility of the Centre would be to maintain the high qualifica- 
tions of the Personnel Administration Group. With these high standards 
would come high expectation from members of the Group for each 
other and respect from clients. 


For details on the funding of the PE Coordination Centre see section 11. 
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SECTION 11 


IMPACT CONSIDERATIONS 


Implementation of the Study Group’s recommendations would have a 
number of significant influences on personnel administration in the Public 
Service. Individual PEs would be better trained and would have broader 
skills and experience. Courses for PEs would be improved, there would 
be more opportunities for updating skills, and PE careers would be less 
restricted to specialties. There would be a focal point for the PE community, 
the lack of which was a major concern of ACPP. There would be increased 
professionalism and the final result would be improved service to manage- 
ment. These changes, however, will not be realized without some costs to 
departments, the central agencies and individual officers. 


Impact on departments 


Particularly during the initial years after implementation, there would 
be a substantial increase in training activity which would tax the resources of 
some departments. Priority would have to be given to the two developmental 
programs to provide initial training to new entrants to the PE Group and to 
prepare PE-3s for promotion to PE-4. Departmental work would continue 
while training courses were taking place, which suggests that arrangements 
for some type of relief would be required in some situations. 


To prepare for, and take advantage of, the training, development and deploy- 
ment of personnel administrators, improved departmental human resources 
planning practices with regard to PEs would have to be implemented. Parti- 
cular attention would have to be paid to the kinds and degrees of skills 
required, and the volume of work to be done. Liaison with the PE Coordina- 
tion Centre would be essential to facilitate overall planning. 


In terms of cost, departments would be expected to pay the salaries, travel 
and living expenses of officers on training. After the first year, they would 
also be expected to pay the tuition costs associated with this training. They 
would be required to provide tutors for those on certification training and to 
pay for the cost of their training, if necessary. Increased training activity 
would also mean that departments would have to provide trainers and 
lecturers for the various classroom programs. Training administration costs 
would also increase. 


In relation to the certification programs, departments would be expected 
to provide members for the various certification standards committees. 


Impact on central agencies 


In the period immediately following implementation, the PE Coordination 
Centre would be active, in consultation with departments, in refining the 
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certification si>ndards and their interpretation and in ensuring that qualified 
practitioners are ;.2nted certification under the “grandfather’’ provisions as 
mentioned in section 6. 


The Coordination Centre would be also active in explaining and promoting 
the new personnel management systems recommended in this report and in 
recruiting and administering the pool of trainees. The salary costs of the 
Coordination Centre would be about $170,000 to $200,000 annually and 
the pool of 30 trainees would represent a present annual salary cost of 
$450,000. In addition, the Coordination Centre would be responsible for 
tuition costs related to the training of those in the pool. These costs should 
be borne by the central agencies. 


The increased training activity proposed by the Study Group would tax 
the resources of the Public Service Commission in terms of program design, 
delivery and administration. The Study Group believes that these programs 
should be provided free of tuition costs for at least the first year to allow 
time for departments to plan for future years’ costs in their estimates. 


Impact on individuals 


Individual officers would face greater challenges in training and develop- 
ment and work assignments. Some may need to become more flexible when 
making decisions on the location and type of assignment they are prepared 
to accept. Candidates for entry to the PE Group will find that the standards 
asked for are somewhat higher than they have been during the last few years. 


In summary, with respect to the financial implications of its proposals, 
the Study Group recommends: 


that departments be responsible for the salary, travel and living 
expenses of officers on training, for tuition costs associated with this 
training after the first year and for the training costs of tutors; 


that the central agencies fund the PE Coordination Centre and under- 
write the pool of person-years required to further the development of 
PEs in departments; 


that the central agencies underwrite the design, development and 


delivery of the various classroom programs required for at least the first 
year. 
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SECTION 12 


THE MANAGEMENT CATEGORY 


Coincident with preparations for the Study Group’s work in the summer of 
1980, a major program of classification activity directed towards the conver- 
sion of executive and senior managerial positions in the Public Service to the 
newly-established Management Category was well under way. It was decided 
that it would be timely to mount a supplementary program which would not 
only provide additional evaluations at PE levels scheduled for immediate 
inclusion in the Management Category, but also test the application of the 
Management Classification Plan at the lower PE levels. Accordingly, part of 
the Study Group’s workforce was formed into a classification committee and 
received the same training in the use of the classification plan as senior 
managers and executives involved in the conversion exercises. 


The Management Classification Plan was developed by federal government 
managers, with the assistance of Hay Associates Canada, Limited and for 
this reason has often been referred to as the “Hay Plan”. Essentially it is a 
point-rating method which evaluates managerial positions in the three main 
areas of “know-how”, “problem solving” and “accountability”. A test 
sample covering 10 per cent of positions at the PE-5 to 7 levels and 5 per 
cent of positions at the PE-1 to 4 levels was determined and covered 33 
departments and agencies of all sizes and widely varying mandates. 


In selecting actual positions for the test, departments were asked to provide 
a cross-section of positions at various levels, both generalists and specialists 
and in headquarters and regional operations. In all, 173 positions were 
evaluated in the test program. 


The Study Group considers that there are three options with respect to 
the conversion of PE positions to the Management Category. 


E Splitting the Group at about the PE-5 or 6 level, leaving the lower 
levels in the Administrative and Foreign Service Category. 


2. Converting only positions at the PE-7 level and some at the PE-6 
level. 


3. Converting all positions. 
To understand the impact of implementing any of the above options, a 
clear understanding of the nature and composition of personnel positions as 


they now exist will be helpful. 


Specialists — Specialist positions are those concerned with one of the major 
personnel specialties, such as staffing or classification, or with what might be 
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called a “sub-specialty”, such as equal opportunities or employee assistance. 
Specialist positions range from a junior working level classification officer at 
the PE-1 level to the director general of a specialized function at the SX-3 
level in one of the central agencies. 


Generalists — Generalist positions are those concerned with a range of 
specialties. Such positions likewise exist at all levels from PE-1 to SX-3. The 
PE-1 may be a beginning-level officer in a small sub-office of a region; the 
SX-3 may be the assistant deputy minister of personnel in a large depart- 
ment. Generalist positions also cover the spectrum from directors of person- 
nel responsible for all specialty areas to first level supervisors responsible for 
perhaps only two specialties. 


Supervisory (management) positions — In terms of exercising supervisory 
responsibilities, a present PE-2 may be required to supervise support staff or 
a PE-D or PE-1 under development. There are certainly situations where a 
PE-3 has continuing responsibility for the work of staff at the PE-1 or PE-2 
level. More typically, however, PE-4 is the beginning level for substantive 
supervisory (management) responsibility. Nevertheless, directors of person- 
nel, that is, the most senior personnel management positions in a depart- 
ment, exist at all levels from SX-3 down to PE-4 while non-supervisory 
positions run from PE-D up to about PE-6 and even PE-7. 


In view of the foregoing, it can be seen that it is no simple task to slice the 
PE Group into management and non-management, based on present levels. 
To have PE-4 level heads of personnel in the Management Category and PE-5 
or 6 non-supervisory specialists in the Administrative and Foreign Service 
Category would not only be hard to justify but would be counter-productive 
in terms of improving service to management and for career paths internally. 
The Study Group does not see this as a viable option. 


With respect to the second option, of splitting the group near the top, 
the present PE evaluation plan could continue to be used and positions 
rating above 797 points (the present cut-off between PE-6 and PE-7), or 
above 651 points in the case of PE-6 positions being converted, could be 
included in the Management Category. The prospect of PEs changing from 
one occupational category to another at one or two levels lower than at 
present would present no major obstacle. 


Alternatively, the present plan could and probably should be revised in 
the event that the top level is removed. Minor modifications such as a 
group re-definition, and new or improved bench-marks, could be made 
without a conversion exercise, but a major change, such as the introduc- 
tion of the Hay evaluation system, would require a total conversion of 
all existing positions. 
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While such an option is technically straightforward, it is essentially a half- 
way measure and does not appear to the Study Group to be consistent 
with the intent of other recommendations being proposed. 


The third option is the one the Study Group believes to be most likely 
to produce the greatest benefits in terms of closer identification with the 
management process and most able to provide the basis for a more profes- 
sional approach to personnel administration. The Study Group therefore 
recommends: 


that all PE positions be converted to the Management Category. 


The rationale for selecting this option is based on the following considera- 
tions. 


1. Basic philosophy 


The concept of personnel management as an integral part of the total 
management process is clearly articulated throughout the Report of 
the Special Committee on the Review of Personnel Management and 
the Merit Principle (the D’Avignon Report). That report states on 
page 6 that “Personnel management cannot be removed from the 
context of the overall management of the public service’. Managers 
should begin to consider the personnel function as a vital component in 
the management process in a labour-intensive Public Service. Personnel 
administration should not consist solely of the processing of forms and 
the administration of increasingly bureaucratic systems handled by 
separate groups of specialized technicians. A change to the Management 
Category would not cure the over-complexity of the work but would be 
an important signal to managers as to the orientation of the personnel 
function and would provide clearer role definition to personnel 
administrators. 


2. Interchange 


There is general agreement that personnel administration has become 
over-specialized. This has caused PEs to become increasingly narrow in 
outlook and has led many managers to the conclusion that the entire 
process is incomprehensible if not completely obstructive to manage- 
ment’s goals. Again, no single step is likely to remedy this situation, but 
greater interchange between specialists in the various personnel func- 
tions and between managers and personnel administrators is something 
to be strongly encouraged. Having managers and personnel admin- 
istrators in the same category, rated on the same plan and with an 
appoint-to-level concept, would greatly facilitate such interchange. 
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Pay 


While this in itself should not be a deciding factor, most senior level PEs 
have expressed much dissatisfaction over the years with several aspects 
of the present performance pay system. One inequity seems to be the 
fact that recently promoted junior PEs, relatively inexperienced and 
not yet at the mid-point of the range, usually do much better in terms 
of percentage pay increases than more experienced PEs who in fact may 
be making a more valuable contribution to the organization. A new pay 
system could be developed for the PE-1 to 6 levels but it would be 
simpler and more progressive to have a single pay system for all those 
excluded from collective bargaining. The system of standard ranges plus 
a bonus, being proposed for senior managers, holds out better possibil- 
ities for the satisfaction of PEs. 


In addition to increasing internal satisfaction, the option of inclusion in 
the Management Category leads to better possibilities of outside com- 
parison. The Hay Plan is used widely elsewhere and will undoubtedly 
give a more accurate fix on the worth of PE positions than the present 
system of job matching. 


Ease of Rating 


Because it focuses on a few key elements in a job, the Management 
Classification Plan is easier to use than the existing classification plan. It 
does, however, require considerable judgemental skills, particularly in 
the use of high, middle and low numbers for each factor. 


In terms of factor weightings the present plan has a relatively even 
balance between “knowledge’’, ‘“‘decision-making” and “management 
responsibility”. The Management Classification Plan, on the other 
hand, is more heavily weighted in favour of “know-how’’, at the 
expense of “‘problem solving’ and “accountability”. As the Study 
Group is recommending more rigorous. entry level criteria for PEs 
and a broader base of knowledge and training, this emphasis on 
“know-how” is considered to be a desirable and necessary step in 
the evaluation of positions. 


The only factor causing any difficulty in its application is “account- 
ability”, with its strong emphasis on dollars. This may not be the ideal 
measure of accountability for personnel administrators. However, there 
are financial implications in many personnel jobs and, with the current 
emphasis on financial restraint, it is perhaps useful to highlight this 
responsibility. To minimize the difficulty in applying this factor, the 
Study Group has developed a draft set of guidelines to be used in 
conjunction with the Management Classification Plan in evaluating PE 
positions. The Study Group also suggests that the administration of the 
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plan would be improved by the use of a central, interdepartmental 
committee, rather than through widespread delegation to departments, 
at least in the earlier stages following conversion. 


The test results have been entered into the computer system operated 
by the Management Category conversion team and will be subject to 
analysis by that group. It is not part of the Study Group’s mandate 
to analyse results, determine the structure or estimate the costs of any 
conversion, although all these steps will be necessary for a full apprecia- 
tion of the results obtained. Point values, job descriptions and rationales 
are available for those who require them. 


The general conclusion of the Study Group is that the Management 
Classification Plan can be used as a valid measure of the relative worth 
of all personnel positions from PE-D to PE-7. It is perhaps easier to 
evaluate clear-cut operational positions in a departmental setting than 
staff jobs in central agencies. The true accountability of middle level 
personnel administrators in the Public Service Commission, or in the 
Treasury Board Secretariat, seems at times to be a little diffuse. Never- 
theless if key jobs are developed, these difficulties could be overcome 
or at least conventionalized. 


The principle of appointment to level, which gives managers flexi- 
bility to rotate employees for developmental and other assignments, 
is part of the Management Category concept. If the PE Group is con- 
verted, then appointment to level will apply and the Study Group 
finds this prospect to be generally acceptable. The redress mechanism 
proposed as part of the Management Category concept would also 
apply and this, too, is acceptable to the Study Group; it is certainly 
less restrictive to managers than the present system. 


The Study Group’s mandate includes a requirement to make a recom- 
mendation on the timing of a possible conversion of the PE Group to 
the Management Category. If a decision should be taken to select the 
option recommended by the Study Group the question of timing is 
certainly valid. The decision to make such a move is actually strategic 
rather than technical or operational. Thus, timing depends more on 
other related factors such as plans for the conversion to the Manage- 
ment Category as a whole than on the specifics of any test results. 


If the basic strategic decision is made to proceed with conversion, 
there are many advantages to moving ahead with a minimum of delay. 
A conversion requires a considerable amount of preparation, not only 
in terms of writing job descriptions, but in preparing some form of 
Classification standard, specific to the needs of personnel positions, 
with key jobs and appropriate guidelines. 
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For those reasons, a target date of April 1, 1982, seems the most 
realistic. This means that positions at the PE-7 level (and some PE-6s) 
will probably be converted ahead of the rest of the group during the 
initial Management Category conversion, with the conversion of other 
positions to follow one year later. The strategic decision should be 
announced as soon as possible so that the required planning and prepa- 
ration can proceed. 


In summary, the Study Group recommends: 


that the conversion of PE positions to the Management Category be 
effective April 1, 1982; and 


that the intention to proceed with conversion be announced as 
soon as possible. 
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SECTION 13 


WORK SIMPLIFICATION 


The objective of the study on work simplification is to propose those 
changes to current policies, procedures and associated documentation, and 
to the methodology used in requesting information, which would make 
personnel management in the Public Service more timely and cost-effective. 
It was discovered early in the process that the main concerns arose from 
the quality of the product that personnel branches were providing to the 
ultimate user or client, the line manager. Consequently, considerable input 
was obtained from line managers in this phase of the Study Group’s work. 
Staff members from departmental personnel branches and the central 
agencies were also interviewed and, in addition, previous studies that were 
available were reviewed. 


The main findings of the Study Group are that: 


1. personnel management in the Public Service is unduly complex and 
difficult, the major causes being: 


— a lack of integration and co-ordination, with an unnecessarily large 
number of decision points; 


— anumber of missing links; 


— central agency requirements being made in a format convenient 
to them, rather than to the client; 


— difficulty in modifying central agency issuances; 


— personnel legislation being unduly restrictive and not fully integrated; 
and 


—a lack of application of technological improvements such as com- 
puterized systems; 


2. personnel management is not well practiced or understood in its 
entirety by PEs and line managers; 


3. there is ineffective accountability for personnel management; 


4. personnel management is not cost-effective when examined on a 
service-wide basis; and 


5. personnel management is poorly served by some of its communication 
processes. 
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The Study Group examined these findings in detail and makes a number of 
recommendations respecting each. 


Complexity caused by lack of integration and co-ordination 


Personnel management policies, procedures and requests for information 
originate in three principal authorities — Treasury Board Secretariat, the 
Public Service Commission, and Supply and Services Canada. Within these 
authorities there are further sub-divisions, each with freedom to originate 
and issue policies, procedures and requests for information within their 
mandates. There is no effective mechanism to study and resolve the impacts, 
or their feasibility for integration or co-ordination. 


It was brought to the Study Group’s attention by departments that a 
number of these issuances overlap, contradict, or duplicate each other 
and are incomplete, requiring considerable effort to obtain interpreta- 
tion and clarification. In addition, departments noted that deadlines for 
replies to information requests from different authorities tend to cluster 
around common dates. These deadlines are often difficult to meet because of 
the short lead time, the requirement to use the same staff to prepare the 
different replies, or both. Departments have found that some of these 
deadlines were not critical to the originator, and had been made without 
knowledge of other requests to departments. 


The Study Group recommends: 


that changes to all personnel management policies, procedures and 
forms issued by the central agencies be reviewed by a single central 
group to ensure that they do not overlap, contradict or duplicate existing 
issuances, and are complete; and 


that all requests for information on personnel management issued by 
the central agencies be reviewed by a single central group to prevent 
overloading of departments. 


As noted in the introduction to this section, the Study Group looked at 
a number of personnel management studies currently under way by various 
authorities, both within the central agencies and in departments. Unfor- 
tunately, however, there is no single source which could advise on all the 
studies now in progress. In addition, the Study Group’s work was made more 
difficult and time-consuming because there was a lack of documentation, or 
official reason, why some or all of the recommendations of previous studies 
had not been implemented. Furthermore, at the departmental level, the 
Study Group noted that a number of studies covering similar work areas 
were being conducted in several departments without any knowledge of the 
other groups’ activity. 
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To achieve better co-ordination in this area, the Study Group recommends: 


that there be a single information centre to maintain a record of 
personnel management studies being carried out by the central agencies 
and departments, a record of recommendations of previous studies and 
the reasons for not implementing recommendations. 


Two recommendations which would contribute to better integration and 
co-ordination and reduce the number of decision points, namely incorpora- 
ting special personnel programs into the five major specialties and including 
all aspects of personnel management in a single departmental audit, have 
been dealt with in section 9 of this report. 


Missing links 


In the Study Group’s examination of the processes and the flow of work 
in personnel management, it discovered some areas which were either not 
dealt with at all, or were not covered in sufficient detail to provide managers 
with the level of assistance deemed necessary. The major deficiencies noted 
were: 


— there is an inadequate data base for use by managers and employees 
in the development of career plans that meet the needs of both the 
Public Service and the employees; 


— there is an inadequate system in many departments for the rapid 
identification of lapsing person-years to allow for a rapid reallo- 
cation of resources to high priority areas; and 


— there is inadequate assistance to line managers in the determination 
of the most cost-effective and timely solutions to their problems of 
staff productivity. 


To assist the manager and the employee in developing a cost-effective 
career development plan, the Study Group believes it would be helpful to 
have trend information available on a service-wide basis which shows the 
types and geographic locations of positions which would be coming available 
over the next few years, and also the types and locations of positions which 
will or may be affected by work force reductions. At the present time, the 
majority of managers and employees are only aware of the trends in their 
immediate area, and therefore are not making decisions based on the require- 
ments of the department as a whole, or the Public Service in general. This 
service-wide information could be provided by the central agencies as a result 
of their roll-up of departmental human resources plans. 
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It would also be beneficial if basic statements of qualifications were readily 
available to managers and employees so that training and experience pro- 
grams could be developed in direct relation to the requirements of the 
position desired. 


The Study Group therefore recommends: 


that central agencies provide departments with information on forecast 
vacancies and areas affected by work force reductions; and 


that managers and employees have easy access to statements of 
qualifications. 


Many departments let person-years lapse over the same time period that they 
require additional resources for high priority areas, and there does not 
appear to be any universal solution to this. While departmental finance 
branches have responsibility for monitoring total resources, it is usually some 
time before they can identify trends. Many line managers also maintain 
records of their person-year utilization but are usually reluctant to offer up 
this information and share it with senior management. The Study Group 
considers that pay and benefits sections, with their up-to-date knowledge of 
who is on the payroll, could easily provide early warning of lapsing person- 
years by relating this information to the approved person-years for that 
responsibility centre. 


The Study Group therefore recommends: 


that departmental pay and benefits units be assigned responsibility for 
monitoring person-year utilization, and for advising senior management 
of significant lapses as soon as they have been detected. 


Few departments have developed a capability to assist managers in deter- 
mining the full range of options and costs to solve personnel production 
problems, either those arising in the current job or those required to respond 
to future changes in technology, legislation or methodology. Many managers 
make the hasty decision, for example, that training is the best solution, and 
only after doing so do they consult the staff of the training and development 
unit. Once a manager has made such a decision it is usually difficult, if not 
impossible, to change it. Since training is only one of a number of options 
available to solve a personnel production problem, it would be cost-effective 
for a department to have a staff capability to assist the manager in defining 
and costing the problem, determining the options and their costs, and 
making the final option selection. 


For many line managers, as the title suggests, training and development 
focuses on training. Managers do not perceive trainers as interested or able to 
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analyze personnel production problems. That analysis should precede actual 
training. It is suggested that, in addition to providing the capability for 
assisting managers through such analysis, consideration could be given to 
changing the name of the function to more accurately reflect the emerging 
role. A title such as “Competence Development” or ‘“‘Staff Development” 
might well be a more realistic description of the function. 


The Study Group recommends: 


that a capacity to assist managers in establishing and maintaining the 
competency of their staff by the most cost-effective and timely means 
be included in the training and development specialty. 


Format of central agency requirements 


Current divisions of responsibility within the central agencies have often 
tended to result in requests for duplicate information. With better liaison 
and integration between the many current authorities, demands on depart- 
ments would be considerably reduced, for example by consolidating all 
special interest group information into a single annual report. 


The Study Group recommends: 


that requirements for information be integrated to reduce the number 
of reports required from departments, and that the reports be in a 
format which is easy for the department to use. 


Modification of central agency issuances 


The Study Group became aware of departmental frustration at the difficulty 
in persuading central agencies to modify current policies and procedures, 
either to aid reaching an objective or to update them. Needs for modification 
sometimes became evident very early after promulgation, because the 
original document did not reflect the environment in which it would have to 
be applied. Further frustrations have resulted from a lack of feedback on 
why a proposed modification was not adopted. 


The Study Group recommends: 
that there be greater participation of those in departments at the 
operational level in the initial development of policies, procedures 
and forms, and 
that a regular validation process, including strong representation from 


user departments, be established to review policies, procedures and 
forms to ensure their currency and ease of application. 
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Legislation 


Some complexities in personnel management stem from current legislation. 
The Study Group believes that detailed procedures should be removed from 
acts and regulations to enable adaptation to prevailing conditions, provide 
flexibility and alleviate the delays in making changes. 


The Study Group recommends: 


that current personnel management legislation be reviewed and revised 
to be more responsive to the current environment, allow greater 
freedom in applying procedures, reduce the number of acts, and 
provide greater uniformity in definitions. 


Application of technological improvement 


The Study Group noted that there are a large number of manual entries on 
personnel management documentation, much of which repeats information 
already held but is often difficult to retrieve with current systems. For 
example, in one study it was noted that an employee’s date of birth is 
required in more than six instances between being taken on strength and 
receiving the first pay cheque. 


Although there are problems with some of the current systems, it is con- 
sidered that applying computer and other available technologies would 
produce the following benefits to personnel management: reduce the number 
of forms and manual filing requirements; reduce the number of times the 
same information would have to be entered; eliminate some clerical func- 
tions; and speed up information gathering, exchange and analysis. 


The Study Group recommends: 


that the development and use of computer and other technologies in 
the preparation of personnel management policies, procedures, and 
forms be given a high priority. 


Lack of knowledge 


Although the work simplification study was a part of a study related essen- 
tially to the competence of PEs, the Study Group became aware that line 
managers’ notions of “poor service’? and “undue complexity” stemmed 
from a lack of adequate knowledge and understanding of personnel manage- 
ment policies, procedures and systems. Many line managers do not fully 
understand that, in the Public Service, personnel management must be 
conducted according to rules and regulations which do not apply to the 
same degree in the private sector. For example, there are time limits estab- 
lished by law in some stages of the staffing process. In addition, many line 
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managers contribute to delays in filling positions by not keeping job descrip- 
tions up to date, by not returning staffing documentation promptly, and by 
not being available for a selection board when requested. 


In the case of the more senior line managers, the Study Group noted that 
much of the detailed personnel management work was being carried out by 
small administration units, without personnel representation and without 
adequate personnel management skills. 


The Study Group therefore recommends: 


that departments work to increase the knowledge, skill and under- 
standing of personnel management in line managers and_ senior 
managers’ administrative unit staffs. 


Accountability 


Recent directives have increased the accountability of line managers for 
personnel management, but judging from the reactions of a number of 
these line managers, the changes are not considered to have any force and 
therefore tend to be ignored. 


If the line manager is to play a full role in meeting the responsibilities 
for personnel management, the accountability factor must be emphasized, 
with appropriate rewards and sanctions, from senior management down to 
the most junior supervisor. 


The Study Group recommends: 


that standard wording on personnel management responsibilities be 
prepared for inclusion in all managerial and supervisory job des- 
criptions; and 


that uniform standards be established for personnel management 
responsibilities and accountability for all managerial and supervisory 
performance evaluations and that all departments be required to 
use them. 


Cost-effectiveness 


The Study Group found that on a service-wide basis, personnel management 
was not cost-effective in many areas, although when viewed from the narrow 
perspective of a branch or a department it could be considered to be so. 


The chief cause of this cost-ineffectiveness is that each department develops 
and maintains its own procedures, forms and internal policies in order to 
implement the broad policies and guidelines promulgated by the central 
agencies. 
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Even though the role and organization of each department is different, 
in the area of personnel management, public servants, regardless of depart- 
ment, should be treated in a fair and equitable manner. There are, however, 
wide variations in the treatment of staff, with different standards, different 
information and differing applications, which seriously detract from the 
concept of equitable treatment. 


The Study Group considers that service-wide procedures and forms would 
often not only be more cost-effective, but also enhance personnel manage- 
ment for all. As an example, there should be a series of common perfor- 
mance evaluation forms in each category rather than many departments 
having their own forms. The result would be similar methods of assessment, 
and easier interpretation when the forms cross departmental boundaries. 


Common forms and associated procedures would also reduce the training 
required when employees change departments. 


In some individual departments, the Study Group found that forms were 
being developed and maintained, in isolation, for the same basic purpose. 
Such duplication could be reduced by exercising greater discipline in forms 
development and printing. 


The Study Group considers that these procedures and forms should be 
developed in detail by small working groups of departmental operational 
personnel, with input from SSC Printing Products Centre experts and 
systems analysts as required. 


The Study Group recommends: 


that in the area of policy development, central agencies also be res- 
ponsible for the development of standard procedures and forms neces- 
sary to implement the policy; and 


that departments use these procedures and forms unless they can 
indicate that it would be more cost-effective to do otherwise. 


A second area of duplication of effort noted by the Study Group is in 
the preparation by each department of booklets on personnel items such as 
survivor benefits, employee evaluation and pre-retirement planning. The 
basic information should, however, be the same for all public servants. 


The Study Group recommends: 
that departments be discouraged from writing and printing employee 
booklets on personnel management subjects common across the Public 


Service, with that responsibility being assumed by the appropriate 
central agency. 
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The Study Group also found that there is a lack of documented cost-benefit 
and impact analyses of personnel management policies, procedures, forms, 
and requests for information. Such policies, procedures and requests for 
information originate for reasons of political requirements, efficiency, 
effectiveness, or economy. 


The Study Group recommends: 


that cost-benefit and impact analyses be required for each addition, 
change or cancellation to a policy, procedure or form or to a request 
for information. 


The Study Group is also concerned about person-year costs of the personnel 
function. There are wide variances both in the ratio between person-years in 
a personnel branch and those in a department, and in the ratio of officers to 
support staff within personnel branches. This subject is covered in section 9 
of this Report. 


Communications 


The Study Group received many comments on personnel management 
communication processes, particularly communications from the central 
agencies. These comments indicate eight major areas of concern: 


1. too much information is disseminated, without differentiation as to 
importance; 


2. personnel management information is not integrated, that is, it is 
issued independently by many authorities, through many different 
vehicles; 


3. anumber of vehicles are used for the same subject by the same authority; 


4. information is difficult to locate in some publications, and is difficult 
to cross-refer; 


5. executive summaries for policies and procedures are lacking or 
inadequate; 


6. some manuals are poorly administered; 
7. there is a lack of feedback on progress on requests for action; 


8. there is a lack of easy-to-follow summary tables and flow diagrams in 
some publications to clarify complex narrative instructions. 
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Earlier in this section, the recommendation was made that higher levels of 
knowledge, skill and understanding were required for those with personnel 
management responsibilities. It is also necessary to provide a mechanism to 
maintain this level of expertise. With the number of policy and procedure 
documents emanating from central agencies and from the personnel branches 
of departments, it is almost impossible for line managers and PEs to deter- 
mine what information is of direct concern to them, let alone to retrieve it 
easily and quickly. 


The Study Group therefore recommends: 


that all personnel management policies and procedures be issued in 
a single family of publications, with a composite index and cross- 
reference system; and 


that all those with personnel management responsibilities receive 
periodic short summaries of changes in personnel management, inclua- 
ing the location of more detailed information. 


At the departmental level, a number of line managers commented that they 
were not kept advised by the personnel branch on the state of their requests 
for personnel action. This causes numerous queries to the personnel branch, 
a waste of time for both the caller and the staff of the personnel branch. 


The Study Group recommends: 


that feedback systems to advise originators of the status of their action 
requests be included in procedures, with a mandatory requirement 
for interim reports if delays are encountered. 


Authorities clearance centre 


The Study Group considers that a first step to simplify and improve person- 
nel management is to treat it as a single, integrated activity. This integration 
must start as soon as possible with the central agencies. While informal 
discussion takes place between agencies, the results are not sufficient. It does 
not appear that much more improvement can be achieved on an informal 
basis. The Study Group considers that three options are available: 


1. Wait for the creation of single department of personnel, as recommende- 
mended in the D’Avignon Report and in the Report of the Royal 
Commission on Financial Management and Accountability (the 
Lambert Report). 


2. Have each agency establish its own clearance group. 


3. Establish a formal inter-agency clearance group. 
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Of the three options, the Study Group considers that only the third is viable, 
considering the urgency of the requirement and the need for co-ordination 
and integration to cover all originating authorities. 


The Study Group therefore recommends: 


that a formal personnel authorities clearance centre be established to 
ensure the co-ordination, integration and cost-effectiveness of policies 
and procedures issued by Treasury Board Secretariat, the Public Service 
Commission and, with respect to pay and benefits matters, Supply and 
Services Canada. 


Details on the organization and responsibilities of the clearance centre 
are shown in Appendix “K”’. 


In addition to the foregoing comments and recommendations which are 
applicable to personnel management generally, the Study Group has made a 
number of recommendations which are specific to the five major personnel 
specialties. A summary of these recommendations is listed in Appendix ‘‘L’’. 
Many of these recommendations are not new, and have been examined and 
rejected in the past as not worthy of adoption for a variety of reasons 
which were considered valid at the time. There have, however, been many 
changes in the personnel management environment in the recent past, such 
as the concept of value for money, the need for greater cost-effectiveness 
and for doing more with less, the need for audit trails, and increased em- 
phasis on the line manager’s accountability for personnel management. 
The Study Group therefore suggests that each of the supplementary recom- 
mendations shown in Appendix “L”’ be re-examined in relation to this new 
environment. 
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SECTION 14 


CODE OF ETHICS 


In accordance with its mandate to increase professionalism in the personnel 
community, the Study Group considers it appropriate to propose a written 
code of ethics for personnel administrators. 


There are several advantages to having a written code of ethics. There is more 
clarity in a written code than in a tacitly approved unwritten code. A written 
code is more universally understood. Laws and regulations do not complete- 
ly define ethical behaviour: a code of ethics can expand on the untouched 
areas. Ethical standards should not only be high: they should also be seen to 
be high, and a written code is more visible. 


In researching this subject, the Study Group noted the work of Kenneth 
Kernaghan, Professor of Politics and Administration, Brock University. Ina 
paper* entitled “Codes of Ethics and Public Administration: Progress, 
Problems and Prospects”, Professor Kernaghan says: 


“The overarching theme of this paper is that the issue of ethical conduct among 
public servants is an integral part of the larger issue of reconciling administrative 
power and administrative responsibility. Ethics has traditionally been an important 
element of the broad concept of administrative responsibility and high ethical 
standards are widely viewed as one means of guarding against abuse of bureaucratic 
power”. 


Personnel administrators are influential in the organization and consequently 
have power. Therefore, they must accept specific restrictions on that power. 
The proposed code of ethics represents a means to reconcile responsibility 
and power with measures for acceptable behaviour. 


It is not suggested that sanctions or rewards be institutionalized with the 
code: rather, a general acceptance of the principles is essential to promote 
ethical behaviour. The Study Group believes that this can best be achieved 
with wide and continuing publicity, training and possibly counselling. After 
the code has been in effect for a period of time, ‘‘ethical behaviour” may 
become a factor in the performance appraisal of PEs. 


The code of ethics proposed by the Study Group is shown in Appendix ““M”’. 


*Prepared for the International Conference on the Future of Public Administration, 
Quebec City, May 29, 1979. 
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APPENDIX “B” 


EXTRACT FROM A PE/IDC PAPER DATED MARCH 21, 1980 


CONCERNS 


ie 


Demands for more effective service from the PE Group, such as faster 
response in staffing positions, better identification of training needs and 
benefits, and better understanding of management needs. 


Increased workload pressures resulting from these demands and from 
the emergence of new requirements, such as those regarding women, 
indigenous peoples, the handicapped, human rights, freedom of informa- 
tion and francophones, which make personnel systems more complex. 


High promotion rates causing too rapid advancement of staff. 


Over-specialization due to rapid advancement with a decline of general- 
ist experience. 


The high proportion of PEs perceived as needing to improve skills in 
contrast to the formal appraisal system’s reporting fully satisfactory, 
superior and outstanding performance. 


The relatively unbalanced intake of new members to the Group, with a 
declining proportion recruited from outside. 


The high number of reclassification actions, both of incumbents pro- 
moted in their own positions and of transfers from other occupational 
groups, particularly those in the Administrative Support Category. 


RECOMMENDATIONS 


i 


Selection and screening be made rigorous with a requirement to be 
certified in main functions, and to obtain experience in more than one 
function. BMC identified four main functions: staffing, staff relations, 
classification and compensation, training and development. We have 
added a fifth: human resources planning. 


Certification in a function involves formal courses and prescribed 
on-the-job experience. The probationary period could be used to 
satisfy requirements. 


Training and development requirements specify certification at junior 
levels, job rotation in the desired functions and environments. (Environ- 
ments in which exposure is desirable are central agency, departmental 
headquarters, region and line management.) 
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There be two PE career paths — the specialist with intensive knowledge 
and experience in one or two functions, and the generalist, with 
broader knowledge and experience. Both would have to be fully-fledged 
professionals. 


Selection requirements for PEs do not distinguish between specialist 
and generalist until the PE-4 level. 


The generalist path would extend into the SX Category, while the 
specialist would not. 


A body such as PE/IDC is needed to oversee the development of a 


detailed plan of action and provide continuing guidance, conceivably 
aided by a professional development unit. 
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APPENDIX ‘“‘C” 


MEMBERS OF THE PE STUDY GROUP 


C.P. Gubbels 

Director, 

Field Personnel Programs Division 
Agriculture Canada 


Walter S. Blandy 

Special Projects Officer 

Personnel, 

Consumer and Corporate Affairs Canada 


Don Clayton 
Chief, Staff Relations 
Secretary of State Canada 


James R. McLoughlin 

Director 

Education, Training and Development 
Public Works Canada 


F.J.M. Shand 
Chief, Policy Coordination 
Transport Canada 


Barbara A. Lavender 
Treasury Board Secretariat 


Michael Barber 
Project Manager, Personnel 
Supply and Services Canada 


Gilles Bedard 
Careers Officer 
National Defence 


Helene Bencheton 
Chief, Manpower Planning 
Regional Economic Expansion 


G.F. Bertrand 


Human Resources Planning 
Transport Canada 
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Study Group Leader 


Leader, Organization of 
Work Committee 


Leader, Entry, Promotion and 
Career Paths Committee 


Leader, Training and 

Accreditation Committee 
Leader, Classification and 
Compensation Committee 


Secretary 


Member 


Member 


Member 


Member 


Lillian Boucher 
Human Resources Planning 
Public Service Commission 


André Chartrand 
Classification Officer 
Fisheries and Oceans Canada 


T.L. Clairmont 
Special Projects Officer, Personnel 
Privy Council Office 


Pauline Dupont 
Classification Programs Administrator 
Revenue Canada (Customs and Excise) 


J.B. Doucet 

Policy Planning Officer 
Human Resources Division 
Veterans’ Affairs Canada 


Paul Dumoulin 

Senior Human Resources Planning 
and Development Officer 

Revenue Canada (Taxation) 


W.H. Farrell 

Chief, Technical Training Design 

Employment and Immigration 
Commission 


Loreta Giannetti 
Training and Development Analyst 
Treasury Board Secretariat 


Peter Graham 
Special Projects Officer, Personnel 
Treasury Board Secretariat 


Cam T. Jeffrey 

Chief, Policy Operations 
Special Projects 

Supply and Services Canada 
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Member 


Member 


Member 


Member 


Member 


Member 


Member 


Member 


Member 


Member 


Ronald Kaden 

Chief, Organization Development 
and Design 

Revenue Canada (Taxation) 


J.F. Latour 
Educational Consultant 
Public Service Commission 


Yvon Lauzier 
Classification Advisor 
Treasury Board Secretariat 


J.C. Morin 
Chief, Training and Development 
Communications Canada 


Rene Morissette 
Staffing Consultant 
Public Service Commission 


Martin Pagnan 
Review Officer 
Indian and Northern Affairs 


Georges C.J. Parent 
Human Resources Planning 
Public Service Commission 


W.R.L. Porter 
Classification Programs Administrator 
Revenue Canada (Customs and Excise) 


J. Dennis Smith (Major) 
Directorate of Cadets 
National Defence 


E.C. Waddington 
Director 
Consultation Services 
Canada Post 


Greg Wright 


Senior Planning Officer 
Public Service Commission 
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Member 


Member 


Member 


Member 


Member 


Member 


Member 


Member 


Member 


Member 


APPENDIX “D” 


ROLES OF THE WORKING COMMITTEES 


Entry, Promotion and Career Paths Committee 


(a) 


(b) 


(c) 


(d) 


(f) 


(g) 


(h) 


(i) 


G) 
(k) 


To develop a proposed profile of the PF occupational group 
including SX levels as appropriate. 


To evaluate the impact of full or partial conversion to the Manage- 
ment Category as it would relate to entry, promotion and career 
pathing. 


To investigate the implications of appointment to level and 
make recommendations including any redress mechanism required. 


To define and elaborate the qualification standards required for 
appointment and promotion at the various levels. Examination of 
current selection standards and development of typical job profiles 
at each level is required. 


To define the PE-D role, with qualification standards and proposed 
quotas. 


To recommend how central agency coordination and departmental 
delegation should be defined in selection, promotion and job 
rotation. 


To develop a code of ethics for PEs. 


To recommend the mix of education, training, experience and 
environment required at various classification levels. 


To outline typical career paths (generalist or specialist) and 
specify major barriers to career progression. 


To determine career pathing impact on individuals and departments. 


To design the career management system and its organization. 


Training and Accreditation Committee 


To recommend the subject-matter of courses of study (with associated 
costs) calculated to provide the knowledge and skill base for fully 
satisfactory PE performance at all organizational levels and in all 


Pi 


PE functions, together with a viable means of determining when an 
individual has acquired such knowledge and skill. 


Essential activities to accomplish this role are: 


(a) 


(b) 


(c) 


(d) 


(e) 


(f) 


(g) 


(h) 


(i) 


G) 


(k) 


determining what constitutes ‘“‘professionalism” in personnel 
administration; 


allaying the expressed concerns of clients and Directors of 
Personnel as to the quality of personnel administration in the 
Public Service and determining training implications for PE 
practitioners; 


assembling and analyzing classification and selection standards 
for each PE function to identify the knowledge and skills called 
for at each organizational level; 


assembling the content of existing pertinent courses of study in 
departments and the PSC, and checking it against the required 
knowledge and skills; 


examining the availability of such courses across Canada and 
associated costs; 


examining the approaches to personnel administrator training 
in jurisdictions other than the Government of Canada; 


assembling and evaluating the products of any task groups estab- 
lished to recommend training and certification for PE specialties; 


examining existing Accreditation or Certification programs in 
other occupational groups and evaluating applicability to PEs; 


formulating course outlines by PE discipline, group and level, 
devising implementation methods and estimating costs; 


studying options for providing continuity, upgrading and certifica- 
tion of knowledge and skills consonant with the recommended PE 
career management system, and selecting the most appropriate; 


selecting and designing certification methodology for each PE 
function consistent with recommended classification and selection 
standards. 
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Classification and Compensation Committee 


(a) 


(b) 


(c) 


To carry out a test of PE positions against the Management 
Category Classification Plan (the Hay Plan). 


To report on the advisability, methods and timing of conversion to 
the Management Category. 


To report on the impact of conversion on the work of the other 
working committees. 


Organization of Work Committee 


(a) 


(b) 
(c) 


(d) 


Within PE/IDC concepts (specialist/generalist, appointment to 
level, work simplification, integrated service to line managers): 


(i) to propose improvements to the organization of work, and 


(ii) to propose model personnel activity structures at representa- 
tive levels in head office and the field. 


To develop implementation plans and strategies for (a) above. 
To identify potential problems, propose remedial actions and 
evaluate the impact of implementation of model personnel activity 


structures on organizations, line managers and staff. 


To determine the impact of the career plan objectives on the 
model organizations. 
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APPENDIX “E” 


A COMMON BODY OF KNOWLEDGE AND SKILLS 


A — ORIENTATION 


General: national, social, political, economic and technological issues 
with actual or potential effects upon Personnel Administration in the Public 
Service, together with central agency programs, priorities and approaches to 
them. 

Particular: employing organization’s mission and major products, its clients, 
its resources and their deployment; major planning, financial and personnel 
information systems and interrelationships, particularly the human resource 
plan, its content and methods of implementation. 


B — KNOWLEDGE AREAS* 


— Organizational behaviour, concepts and applications. 
— Organization development overview. 
— The consultant mode: 


- identification and negotiating different types of relationships with 
clients, 


- Maintaining and upgrading client relationships, 
- situation analysis (data collection and presentation). 


— Management modes: personnel, financial, project/program management 
and joint ventures; accountability for resources. 


— Administration and audit techniques. 


— Option identification and cost-benefit analysis. 


*These can be programmed or instrumented as individual reading and action-research 
projects under the guidance of a tutor or supervisor. The process is more expensive than 
traditional methodology but the product is portable and becomes more economic as 
numbers of participants increase. 
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— Open/closed organization systems, client relations and environmental 
surveillance techniques. 


— Building, maintaining and tapping into existing information banks and 
systems. 


— Basic applied statistics. 


— Identifying, building and maintaining a personal professional (consulting) 
skills inventory in keeping with PE specialty. 


C — SKILLS AND TECHNIQUES 
Oral Communications*: 


— giving information, 

— effective listening, 

— interviewing, 

— group leadership and membership skills, 
— negotiating, 

— counselling, 

— marketing. 


Written Communications*: 


— reports, 

— policy and systems, 

— instructions, 

— presenting and selling skills, 
— précis preparation. 


Techniques For: 


— organization climate surveys, 

— complex situation analysis, 

— identifying and evaluating options, 
— organization analysis, 

— problem-solving, 

— decision-making, 

— action research, 

— creative, innovative ideas generation, 
— program management, 

— cost-benefit analysis, 

— modelling and concept formulation. 


*These will generally require a group interaction (combined knowledge and _ skill) 
learning approach. 


TS 


Availability and Cost 


The subject-matter included here is already covered to some extent in 
virtually all University, CEGEP and Community College course listings and 
in the current PSC Course Calendar. In addition, many private commercially- 
promoted courses deal quite specifically with the knowledge and skills areas 
listed. 


The list is particularly recommended as a guide to individuals seeking to 
structure a self-directed professional development program, and to PE 
managers in making decisions on providing public funds for job or PE 
career-related development. 


The disparity in costs resists attributing even ball-park figures to the various 


elements since source, depth of coverage, and duration are uncontrollable 
variables. 
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APPENDIX “F’”’ 


EXTRACT FROM THE PE SELECTION STANDARD 
QUALIFICATIONS — PERSONNEL ADMINISTRATION GROUP 


Qualifications applicable to positions in the Personnel Administration 
Group are as follows: 


ESSENTIAL QUALIFICATIONS 


BASIC REQUIREMENTS: 


Education Factor 
This factor is applicable to all positions in this Group. 


Based on the duties and responsibilities of the position, include in the 
Statement of Qualifications a description of the education considered 
necessary. 


For positions in this Group there is a range of acceptable educational qualifi- 
cations as follows: 


— university graduation in business administration, industrial relations, 
psychology, or some other specialty relevant to personnel administra- 
tion. Some positions may require university graduation without 
regard for the field of specialization; 


— post-secondary school graduation in an approved course in business 
administration, personnel or some other specialty relevant to person- 
nel administration; 


— completion of secondary school. 


Note: 


1. For some positions requiring university graduation or completion of 
secondary school, achievement of a satisfactory score on Public Service 
Commission (PSC) Examination 310 or 320 respectively coupled 
with experience as specified under the heading Experience may be 
accepted as a means of meeting the requirement. 


2. Normally, an approved course in business administration, personnel 


or some other specialty relevant to personnel administration involves 
approximately 2,400 hours of study in attendance at a post-secondary 


wa 


educational institute. Variations above and below this norm are accept- 
able where justified by the nature of the duties and responsibilities 
of the position being staffed. 


3. The “completion of secondary school” qualification must be coupled 
with experience as specified under the heading Experience. 


4. For experienced worker equivalency, see Minimum Qualifications on 
page I-3 of this [PE Selection] Standard. 


Achievement, Skills or Aptitudes Factor 


This factor is applicable to positions in this Group in which there may be a 
requirement to demonstrate by means of examinations or tests a prescribed 
level of general administrative or managerial achievement, or proficiency in 
certain required skills, or possession of relevant aptitudes. 


Based on the duties and responsibilities of the position, include in the 
Statement of Qualifications a description of applicable achievement, skill or 
aptitude requirements, or the name or type of examination or test by which 
they will be assessed. 


Language Requirement Factor 
This factor is applicable to all positions in this Group. 


From the qualifications listed below, determine which one is applicable to 
the position to be staffed. 

— A knowledge of the English language is essential for this position. 

— A knowledge of the French language is essential for this position. 


— A knowledge of either the English language or the French language is 
essential for this position. 


— A knowledge of both the English language and the French language is 
essential for this position. 


Experience Factor 


This factor is applicable to most positions in this Group. It may not be 
applicable to positions used for developing inexperienced personnel. 
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Based on the duties and responsibilities of the position, include in the 
Statement of Qualifications a description of the Experience considered 
necessary. Following is an example of an Experience qualification: 


“Experience — Experience in job evaluation and the preparation 
of position descriptions.” 


RATED REQUIREMENTS 
Knowledge Factor 


This factor is applicable to most positions in this Group. It may not be 
applicable to positions used for developing inexperienced personnel. 


Based on the duties and responsibilities of the position, include in the 
Statement of Qualifications a description of the Knowledge considered 
necessary. Following is an example of the Knowledge qualification: 


“Knowledge — Knowledge of federal government policies in personnel 
and related areas.” 


Abilities Factor 


This factor is applicable to most positions in this Group. It may not be 
applicable to positions used for developing inexperienced personnel. 


Based on the duties and responsibilities of the position, include in the 
Statement of Qualifications a description of the Abilities considered neces- 
sary. Following is an example of an Abilities qualification: 


“Abilities — Ability to organize and coordinate research related to pay 


and conditions of work, analyze and evaluate data, and develop new 
compensation policies and practices.” 


Personal Suitability Factor 
This factor is applicable to all positions in this Group. 


Based on the duties and responsibilities of the position, include in the State- 
ment of Qualifications a description of the Personal Suitability considered 
necessary. Following is an example of a Personal Suitability qualification: 


“Personal Suitability — Initiative, judgement and tact.” 


fo) 


DESIRABLE QUALIFICATIONS 
Based on the duties and responsibilities of the position, include in the State- 
ment of Qualifications a description of those qualifications considered 


desirable. Following is an example of a Desirable Qualification: 


“Experience in drafting quasi-legal documents or submissions.” 
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APPENDIX “‘G” 


PE DEVELOPMENT PROGRAM 


MODULE I — ORIENTATION TO THE PUBLIC SERVICE 
To describe the role, function and organization of the Public Service. 


Duration: 1 day 


MODULE II — ORIENTATION TO THE PARTICIPANT’S DEPARTMENT 


To provide course participants with an exposure to the organization and 
programs of their new departments and an opportunity to share this infor- 
mation with others on the course. 


Duration: 3-day exposure, 
1-day sharing 


MODULE III — OVERVIEW OF PERSONNEL ADMINISTRATION 


To describe the role of personnel administration, its components and the 
relationship between line and staff in a government department. 


Duration: 1 day 


MODULE IV — INTERPERSONAL AND COMMUNICATION SKILLS 


To provide participants with knowledge and skills in order for them to know 
themselves better and to improve their interpersonal skills. 


Duration: 3 days 


MODULE V — CONSULTING SKILLS AND TECHNIQUES 


To equip participants with the basic knowledge and skills to initiate and 
maintain a consultant-client relationship. 


Duration: 5 days 


MODULE VI — MANAGEMENT 


To provide participants with an understanding of the roles, functions and 
responsibilities of management. 


Duration: 2 days 
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MODULE VII — CLASSIFICATION OVERVIEW 


To provide participants with an understanding of how job descriptions are 
written and evaluated, and of policies, procedures and systems affecting 
classification in the Public Service. 


Duration: 3 days in the classroom 
7 weeks on-the-job training 


MODULE VIII — STAFFING OVERVIEW 


To provide participants with an understanding of the principles, legal foun- 
dation, policies and processes governing the staffing functions in order to 
assist a responsible staffing officer in exercising delegated staffing authority 
and in providing advice and assistance to managers. 


Duration: 3 days in the classroom 
7 weeks on-the-job training 


MODULE IX — STAFF RELATIONS OVERVIEW 


To provide participants with an overview of union-management relationships 
in order for them to assist in achieving harmonious labour relations. 


Duration: 3 days in the classroom 
7 weeks on-the-job training 


MODULE X — TRAINING AND DEVELOPMENT OVERVIEW 


To provide participants with an overview of learning theories and an ade- 
quate study of the main policies governing training. 


Duration: 3 days in the classroom 
7 weeks on-the-job training 


MODULE XI — HUMAN RESOURCE PLANNING OVERVIEW 


To provide participants with the philosophy and principles of human resour- 
ces planning. 


Duration: 3 days in the classroom 
7 weeks on-the-job training 
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APPENDIX “‘H” 
ADVANCED PE DEVELOPMENT PROGRAM 


I — THE PERSON: INDIVIDUAL COMPETENCIES 


1. Management of professional groups 
2. Leadership and motivation 

3. Problem identification and solving 
4. Interpersonal skills 

5. Consulting skills 

6. Counselling 


Duration: 2 weeks 


II - MANAGEMENT THEORIES AND PRACTICES 


1. Organization development overview 

2. Organization psychology (theories revisited) 

3. Management functions, concepts and approaches 

4. Program management 

5. Financial management and accountability 

6. Information systems and linkages 

7. Accountability, responsiveness and ethics of personnel administrators 


Duration: 2 weeks 


Il] — FUNCTIONAL CONTEXT 


1. Advanced overview of the five PE specialties 
2.  Interrelationships of the specialties 
3. Current issues, trends and priorities 


Duration: 1 week 
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APPENDIX “J” 


PE COORDINATION CENTRE 


Director 
Chief, Chief, 
Human Training and 
Resources Development 
PE(S) PE(S) 
Clerk(s) Clerk(s) 


Main duties of the Director 


— Administration. 

— Liaison to promote understanding and acceptance of program. 

— Liaison with senior management. 

— Liaison with PSC and departments. 

— Deployment of centrally-held person-years 

— Develop and maintain priorities in activities and clients served. 

— Monitor staffing actions for compliance to certification requirements. 
— Liaison with classification and staffing specialists. 

— Maintain pay and benefits standards. 
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PE COORDINATION CENTRE 


Main duties of the Chief, Human Resources Planning 


Set up and maintain data banks 

Affirmative Action 

Human resources planning assistance to departments re PEs 
Counselling to individuals and to groups 

Development and maintain priorities for development 
Maintain inventory of tutors and board members for certification 
Design career paths 

Test for progress in certification of incumbents 

Prepare periodic reports 

Forecast function and position requirements 

Facilitate lateral transfers 


Main duties of the Chief, Training and Development 


Coordinating certification monitoring and recording 
Counselling to individuals and to groups 

Liaison with PSC trainers 

Liaison with departmental trainers 

Course and assignment development and evaluation 
Forecasting training and development requirements 

Training policy 

Liaison with central agencies on training design and delivery. 
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APPENDIX “K” 
PERSONNEL AUTHORITIES CLEARANCE CENTRE 


Organization 


The personnel authorities clearance centre would be composed of two units: 
a council, composed of senior representatives from each of the central 
agencies with responsibilities for personnel management policies, regulations 
and procedures, and a small permanent secretariat. 


The proposed membership of the council is as follows: 


Treasury Board Secretariat 


Deputy Secretary, Personnel Policy Branch (Co-chairperson) 
Deputy Secretary, Official Languages Branch 


Public Service Commission 


Chairman of the Public Service Commission (Co-chairperson) 


Supply and Services Canada 
Assistant Deputy Minister, Operational Services 


Ex officio members 


Representative from the Privy Council Office to provide input and early 
warning of government initiatives for personnel management within the 
Public Service. 


Representative from the Office of the Comptroller General to provide input 
arising from observations on the personnel aspects of management as iden- 
tified by their investigations. 


The secretariat 


The secretariat would be composed of staff currently employed in the 
Treasury Board Secretariat, the Public Service Commission and the Depart- 
ment of Supply and Services in the areas of coordination, interpretation and 
publication. These persons would be on long-term secondment to the 
coordination centre. 


Responsibilities 


The council would be responsible for reviewing all central agency demands 
on departments in the area of personnel management to ensure that they 
are cost-effective, complete and do not overlap, duplicate, or contradict 


wt 


each other, and that they allow reasonable time for action in relation to 
other central agency demands on departments. 


The secretariat would be responsible for: 
— analysing each proposal for consideration by the council to deter- 
mine that it meets established criteria and attempting to obtain 


resolution on any problems identified; 


— presenting the proposal (with any unresolved problems) to the 
council for endorsement or modification instruction; 


— promulgating the decision by a common communication vehicle to 
all affected authorities; 


— compiling and distributing periodic summaries of changes in the 
field of personnel management to all managers and supervisors; 


— maintaining a list of personnel management studies being carried 
out and copies of previous studies together with a rationale for 
decisions not to adopt any recommendation; 


— maintaining the official lexicon of personnel management terms in 
both official languages; 


— maintaining the master list and calendar of all personnel management 
demands upon departments; 


— administering the personnel management communication vehicles. 
The Study Group has also made a number of proposals concerning operating 


procedures which would be available to those responsible for establishing 
the clearance centre. 
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APPENDIX “L” 


SUPPLEMENTARY RECOMMENDATIONS 


These recommendations reflect findings outlined in working papers prepared 
by the Study Group Staff and are not contained in the report itself. 


Human resources planning 


1. Integrate all human resources planning into a single activity and plan. 

2. Central agencies to roll up departmental human resources plans and 
issue totals to departments for use in counselling and decision-making 
on training. 

3. Improve integration of human resources planning with the financial 
cycle. 

4. Improve timing of feedback on action plans. 

5. Standardize performance evaluation forms across the Public Service 
and examine the costs of photocopy duplication versus carbon-loaded 
forms in relation to the number of copies required. 

6. Modify the training recommendations section of the performance 
evaluation form to reflect recent changes in training policy. 

7. Include in each performance review a list of training taken and experi- 
ence gained since the last report. 

8. Clarify the requirement for the employee to sign a performance evalua- 
tion form after signature by the reviewing officer. 

9. Include job description verification with the performance review 
requirements to establish next year’s goals. 

10. Include a section for signature by the employee to the effect that no 
development is desired for other positions if the employee has no wish 
for a promotion or a move. 

Staffing 

11. Clarify the definition of “merit” and identify its underlying principles 
with particular reference to its application to underrepresented groups. 

12. Amend Public Service Commission policies and procedures to reduce 


the time required to staff a position by: 


— extending the authorization for departments to advertise outside the 
Public Service for main user groups, where such activity is warranted; 
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18. 


19 


— encouraging departments to make greater use of eligible lists for 
lower level appointments to positions of a similar nature; 


— relaxing areas of competition subject to mandatory documentation 
of the rationale; 


— reinstating delegation to make appointments without competition; 


— requiring an employee to show cause prior to granting an appeal 
hearing; 


— establishing time limits between the various steps in the appeal 
process; 


— investigating the benefits of using seniority coupled with long-term 
performance for appointments to operational category positions 
where differentiation on the basis of merit is difficult to assess; 


— authorizing departments to staff direct from priority lists regardless 
of the group and level, subject to mandatory documentation; 


— encouraging consideration of persons on transfer lists; 


— removing the stigma some employees have attached to the transfer 
list. 


The Public Service Commission (PSC) to develop and distribute to 
departments a flow chart indicating the legal time constraints. 


PSC to establish an internal temporary help pool for high turnover 
areas. 


Encourage anticipatory staffing in high turnover areas and for critical 
positions when a departure date is firm. 


PSC to consolidate poster information and provide short summaries of 
vacancies for promulgation and posting within the area of competition. 


Encourage the use of inventories. 
PSC/TB to provide sample workflow diagrams to indicate where 
concurrent actions can be taken to expedite actions required to fill a 


vacant position. 


Establish inventories of qualified persons in special interest groups for 
mandatory consideration in the staffing process. 


20. 


21, 


Develop improved instructions on expenses and time allowances for 
candidates who have to travel to appear at a selection board. 


Develop mechanisms to discourage candidates who have no intention 
of taking a position if successful in a competition. 


Staff Relations and pay and benefits 
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Require only prime user departments and those with a significant 
number of employees to submit detailed replies to requests for manage- 
ment concerns and an analysis of union bargaining proposals. 


Establish lists of designated employees on a continuing basis, as is 
now done for managerial and confidential exclusions. 


Clarify and promulgate the criteria for managerial and confidential 
exclusions. 


Communicate the results of adjudication decisions to both parties 
within twenty-four hours of a decision being reached. 


Make executive summaries a standard part of the formal report of an 
adjudication decision. 


Have a mandatory review of all personnel management issuances which 
are required by regulation to be posted by departmental staff relations 
staff. 


Establish separate notice boards for personnel management information. 


Provide additional service-wide initial training courses for pay and 
benefits clerks. 


Allow employees to have their salary cheques deposited direct to 
bank accounts. 


Standardize pay and benefits procedures and forms. 


Prepare, print and distribute a standard, distinctive form for notice 
board display concerning the authorized recipients of grievances. 


Training and development 


BS. 


34. 


Cancel the ‘‘Demand Survey” as the method of obtaining PSC training 
for individual employees identified as being in need of training. 


Develop PSC course schedules by using previous attendance records and 
by continuing dialogue with departments. 
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35. Charge more realistic fees for PSC courses which would relate more 
favourably to those offered by training institutions outside the 
government. 

36. Establish a standard costing formula for departments to use when 
determining whether it is more cost-effective to buy the training 
outside the department or to develop and conduct their own course. 

37. Establish a standard front-end analysis summary form for completion 
and retention by a manager as part of the audit trail for training 
decisions. | 

38. Establish a service-wide standard course evaluation form for use by all 
departments. 

39. Modify financial codes so that all expenses arising from training can be 
identified. 

40. Allow more general training requirements in program forecasts to cater 
to training requirements which arise during the year and which could 
not be foreseen. 

41. Establish a service-wide standard course application form. 

42. Provide performance objectives for all PSC courses. 

43. Require some form of practical demonstration at the end of all training 
courses to show that the course objectives have been met. 

44. Increase the use of computer technology in departments and the central 
agencies to maintain records of training. 

45. Bring sections on training in the Personnel Management Manual into 
coincidence with current situation, terminology, and the July 1980 
memorandum on training and development. 

46. Assess the validity of training information from departments. 

47. Restrict the definition of training to exclude activities which are not 
within the normally accepted criteria. 

48. Develop more correspondence, self-study and open-learning courses. 

Classification 

49 Standardize and simplify procedures across departments. 
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62. 


63. 


64. 


Have updated training programs developed by central agencies, for 
delivery by departments. 


Standardize the job description cover sheet. 


Provide the manager and the employee with an approved copy of the 
job description. 


Include verification of job descriptions as part of the performance 
evaluation process. 


Encourage the establishment of parallel positions to allow for antici- 
patory staffing. 


Standardize and simplify the position numbering procedure across the 
Public Service. 


Combine the language designation of a position with the classification 
of that position. 


Encourage the use of word processing methods for maintaining the 
master copy of job descriptions. 


Establish a routine review of job descriptions to identify unnecessary 
obstacles in filling positions in relation to special interest groups. 


Clarify the legal implications of an incumbent’s signature on a job 
description. 


Clarify the necessity of a new supervisor re-signing all subordinate 
job descriptions. 


Personnel Branch to have sufficient staff to assist line managers in the 
preparation of their job descriptions. 


Increase the knowledge of organization principles for classification 
specialists. 


Include the requirement to prepare the basic statement of qualifications 
at the time of writing the job description. 


Establish basic criteria for job titles. 
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APPENDIX ‘“‘M” 
CODE OF ETHICS 


A personnel administrator, as an employee of the Public Service of 
Canada, is subject to the requirements and restrictions of all public 
servants defined in law, in regulations and in directives of the central 
agencies and the employing departments. A thorough knowledge and 
understanding of these requirements and restrictions is essential in 
guiding behaviour with respect to conflict of interest, confidentiality, 
political partisanship, and public comment. 


A personnel administrator must uphold Public Service personnel 
policies and practices, in spirit as well as in the letter, in all occupa- 
tional tasks and behaviour. This implies not only the absence of dis- 
crimination by sex, race, national origin, colour, religion, marital status 
or age, but also a sensitivity to promote and assure equality of oppor- 
tunity and equity in all personnel practices. 


A personnel administrator must successfully maintain working relation- 
ships with a variety of groups and individuals — the general public, 
managers, employees, other departments, the central agencies and 
colleagues. This creates a great many possibilities for conflict of 
interest. Commitment and goal-oriented behaviour will result in clarify- 
ing ethical requirements. 


Every personnel administrator must be committed to giving good 
service and timely delivery of that service with no compromise of 
basic trust to promote personal interests. 


In meeting high standards of service, the following qualities must be 
developed and exercised: 


(a) Competence: on the level required for a high standard of perfor- 
mance, acquired and maintained to assure continuing informed 
advice and assistance. 


(b) Judgement: in assessing one’s own competence and using it 
fully, while at the same time recognizing its limitations, and 
consulting experts when necessary. 


(c) Discretion: to properly use the standard practices established in 


personnel administration, and exercise their inherent flexibility 
when the intent of the policy or regulation is thus better served. 
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(d) Sensitivity: to organizational requirements and to employees’ needs 


(e) 


(f) 


(g) 


to assist in understanding all points of view. 


Responsiveness: to varied situations and clients. Legitimate 
personnel service must be provided, however difficult the situation. 
Service should never be withdrawn or reduced without good cause. 


Reliability: in dealing with privileged information and sensitive 
situations. The concept of freedom of information must be 
acknowledged and accepted while maintaining essential confiden- 
tiality of information received in trust. 


No information should be given to managers, colleagues, or 
others to curry favour or maintain an image of a person with 
privileged information. Unless specifically requested or permitted 
to do so, no information should be passed on to third parties. 


Commitment: to ethical practice. A personnel administrator 
cannot be required to contravene personal or occupational ethics. 
In order to ensure adherence to ethical personnel practice, a 
personnel administrator may need to respectfully confront 
authority. 


A personnel administrator’s behaviour should consistently encourage 
respect for the personnel management system of the Public Service of 
Canada and the officers who manage and work within that system. 


Membership in a legitimate occupational organization may be sup- 
portive and influential in reaching and maintaining high ethical standards. 
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LIST OF RECOMMENDATIONS 


SECTION 4: ENTRY INTO THE PE GROUP 
The Study Group recommends: 


4.1 


4.2 


4.3 


4.4 


4.5 


4.6 


that there be increased entry to the PE Group from 
universities and colleges through the Administrative 
Trainee Program and that external recruitment of 
personnel staff at the officer level, PE-D to SX-3, 
should be a maximum of 20% of total recruitment. 


that as an interim measure, all applicants for entry 
to the PE Group, except those who have an 
established record of personnel administration 
experience, be required to pass the General 
Administrative Ability Test (GAAT). 


that a test specifically designed to measure the 
aptitude and potential for success in the personnel 
administration field be developed by the Public 
Service Commission. 


that once such a test has been designed, it be a 
mandatory part of the selection process for entry 
to the PE Group in place of the GAAT for all 
candidates except those who have an established 
record of personnel administration experience. 


that senior, experienced PEs (including directors 

of personnel) be members of selection boards at the 
entry level in order to ensure that critical factors 
such as potential for development in the PE field 
are properly assessed. 


that a pool of person-years to be administered by 
the PE Coordination Centre (see section 10) be 
established to facilitate the recruitement and 
training of developmental PEs. 


SECTION 5: DEVELOPMENTAL PROGRAMS 
The Study Group recommends: 


Syl 


that a program to be known as the PE Development 
Program be designed and introduced. 
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APPENDIX ‘“‘N” 
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that the program have a generalist orientation. 


that the program cover the overall concepts and 
skills required in personnel administration, the 
influences of the Public Service environment in 
which it is exercised, and a theoretical and 
practical exposure to the major facets of each of 
the five personnel specialties. 


that all new entrants to the PE Group be required 
to undertake some or all of the program, depending 
on their background and experience. 


that a program to be known as the Advanced PE 
Development Program be designed and introduced. 


that the prerequisites for taking the Advanced PE 
Development Program be a substantive level 

of PE-3 and certification in at least one of the 
five specialties. 


that successful completion of the Advanced PE 
Development Program, including the passing of a 
comprehensive examination, be a prerequisite 
for advancement beyond the PE-3 level. 


that the Advanced PE Development Program be 
made available on a priority basis to those persons 
who are eligible for appointment beyond that level. 


that there be a two-year moratorium on the 
implementation of the recommendation to make 
the Advanced PE Development Program a pre- 
requisite for promotion beyond PE-3. 


that persons holding appointments of PE-4 and 
higher at the time of implementation be exempted 
from the basic requirement of successful completion 
of the Advanced PE Development Program when 
being considered for future appointments in the 

PE Group. 


that the program be made available to such persons 
if they wish to take it. 


that persons appointed after implementation at 
the PE-4 level or higher from outside the PE Group 
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be exempted from the basic requirement of 
successful completion of the Advanced PE Develop- 


ment Program on initial and subsequent appointment, 


with the proviso that management reserves the right 
to determine which parts of the Program, if any, 
such a person must follow after appointment. 


SECTION 6: SPECIALTY CERTIFICATION 
The Study Group recommends: 


6.1 


6.2 


6:3 


6.4 


6.5 


6.6 


6.7 


6.8 


6.9 


6.10 


that the present staffing certification program be 
continued. 


that the program be improved by broadening the 
scope of the course and adjusting the mode of 
delivery. 


that the present classification certification program 
be continued. 


that no changes in the course be made at the 
present time. 


that course changes and administrative adjustments 
in the certification process be made coincident 
with the implementation of other related recom- 
mendations in this report. 


that certification programs be developed and 
introduced in the personnel specialties of staff 
relations, training and development and human 
resources planning 


that certification standards committees be 
established for each of the five specialty areas. 


that the PE Coordination Centre administer the 
certification programs. 


that the certification criteria and specialty program 
outlines developed by the Study Group be adopted 
following further validation in departments. 


that once granted a certificate, an individual retain 
certification indefinitely, subject to revocation only 
for reasons of incompetence or abuse. 
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6.11 


6.12 
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6.15 


that refresher courses be designed for each specialty 
to provide updating for PEs lacking recent experience 
in a specialty in which they have previously been 
certified. 


that current specialists in staff relations, training 
and development and human resources planning 
be certified immediately without taking the relevant 
program, provided they meet the established criteria. 


that certification be available to non-PEs in appropriate 
circumstances. 


that department have the option of recommending 
trained practitioners be tested for certification 
without taking the certification program or after 
taking only those parts that are recommended for 
them. 


that a course be designed and made available on 
an as-required basis to provide training for depart- 
mental officers who act as tutors to candidates 
for certification. 


SECTION 7: PROMOTION 
The Study Group recommends: 


nol 


ee 


that the ““Occupational certification factor” be 
activated in the PE Selection Standard and that the 
wording of this factor be as suggested in this report. 


that the ‘“‘Achievement, skills or aptitudes factor” 
in the PE Selection Standard be used in the 
selection process and that this factor be amended 
as suggested in this report. 


SECTION 8: CAREER PATHS 


The Study Group recommends: 


8.1 


8.2 


that from entry onwards, the main thrust of PE 
development and training be to develop diversified 
and professional generalists, but with provision 
for a strong representation of specialists who will 
continue to be required. 


that a mixed environment experience, particularly 


in the early stages of a PE’s development, should 
be encouraged. 
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that to permit departments to do more meaningful 
human resources planning for PEs, the Public Service 
Commission delegate staffing authority to depart- 
ments to the PE-S level. 


SECTION 9: GENERALIST ORGANIZATION 
The Study Group recommends: 


9:1 
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that the responsibility and accountability for 
personnel management in a department be 
reaffirmed as belonging to the deputy minister. 


that the division and delegation of responsibility 
below the deputy minister be clearly defined on 
a line/staff basis. 


that it be made clear that the personnel branch 
is carrying out its mandate on behalf of the 
deputy minister. 


that all authority in the personnel branch be seen 
as Originating from the deputy minister and not 
directly from the central agencies. 


that the activities of a departmental personnel 
organization be grouped into five specialty areas, 
viz. staffing, classification, staff relations, human 
resources planning, and training and development. 


that the current stand-alone special personnel 
programs, and other programs with major personnel 
implications, be integrated with the five specialties. 


that personnel branches be organized into two basic 
areas: operations and specialties. 


that personnel operational units be established at 
regional and headquarters’ levels. 


that these units be staffed with personnel generalists, 
pay and benefits staff and appropriate support staff, 
as well as with regional specialists as needed. 


that a series of formulae be established by the 
central agencies in consultation with departments, 
to assist deputy ministers in determining the 
optimum size of a personnel branch in relation to 
the size and complexity of a department. 
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that one of the formulae be related to the optimum 
officer-support staff mix in a personnel branch. 


that there be no attempt to impose on departments 
the generalist organization mode recommended in 
this report. 


that a personnel audit review capability reporting 

to the deputy minister be established outside the 
personnel branch as part of the overall departmental 
audit function to examine all aspects of personnel 
management in relation to the operational programs. 


that the central agencies review the division of 
responsibilities in each of the five specialty areas 
and the stand-alone programs, to remove overlaps 
and duplication and promulgate the results to all 
concerned via official channels. 


that closer liaison be maintained between the 
central agencies so that departments obtain 
consistent advice. 


SECTION 10: PE COORDINATION CENTRE 
The Study Group recommends: 


10.1 


that a PE Coordination Centre be established in 
Treasury Board Secretariat, the purpose of which will 
be to establish and maintain occupational competence 
for personnel administrators by setting standards of 
knowledge and performance while promoting career 
paths that will allow and encourage them to broaden 
their skills thereby improving service to management. 


SECTION 11: IMPACT CONSIDERATIONS 
The Study Group recommends: 


ee 


that departments be responsible for the salary, 
travel and living expenses of officers on training, 
for tuition costs associated with this training after 
the first year, and for the training costs of tutors. 


that the central agencies fund the PE Coordination 
Centre and underwrite the pool of person-years 
required to further the development of PEs in 
departments. 
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that the central agencies underwrite the design, 
development and delivery of the various classroom 
programs required for at least the first year. 


SECTION 12: THE MANAGEMENT CATEGORY 
The Study Group recommends: 


IA 


Ways 
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that all PE positions be converted to the 
Management Category. 


that the conversion of PE positions to the 
Management Category be effective April 1, 1982. 


that the intention to proceed with conversion 
be announced as soon as possible. 


SECTION 13: WORK SIMPLIFICATION 
The Study Group recommends: 


PSs) 


Poe2 


[3.3 


13.4 


13.6 


that changes to all personnel management policies, 
procedures and forms issued by the central agencies 
be reviewed by a single central group to ensure that 
they do not overlap, contradict or duplicate existing 
issuances, and are complete. 


that all requests for information on personnel 
management issued by the central agencies be 
reviewed by a single central group to prevent 
overloading of departments. 


that there be a single information centre to 
maintain a record of personnel management studies 
being carried out by the central agencies and 
departments, a record of recommendations of 
previous studies and the reasons for not 
implementing recommendations. 


that central agencies provide departments with 
information on forecasted vacancies and areas 
affected by work force reductions. 


that managers and employees have easy access to 
statements of qualifications. 


that departmental pay and benefits units be 
assigned responsibility for monitoring person-year 
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utilization, and for advising senior management of 
significant lapses as soon as they have been detected. 


that a capacity to assist managers in establishing 

and maintaining the competency of their staff by 
the most cost-effective and timely means be included 
in the training and development specialty. 


that requirements for information be integrated to 

reduce the number of reports required from depart- 
ments, and that the reports be in a format which is 

easy for the department to use. 


that there be greater participation of those in depart- 
ments at the operational level in the initial develop- 
ment of policies, procedures and forms. 


that a regular validation process, including strong 
representation from user departments, be 
established to review policies, procedures and 
forms to ensure their currency and ease of 
application. 


that current personnel management legislation be 
reviewed and revised to be more responsive to the 
current environment, allow greater freedom in 
application procedures, reduce the number of acts, 
and provide greater commonality in definitions. 


that the development and use of computer and 
other technologies in the preparation of personnel 
management policies, procedures, and forms be 
given a high priority. 


that departments work to increase the knowledge, 
skill and understanding of personnel management 

in line managers and senior managers’ administrative 
unit staffs. 


that standard wording on personnel management 
responsibilities be prepared for inclusion in all 
managerial and supervisory job descriptions. 


that uniform standards be established for personnel 
management responsibilities and accountability for 


all managerial and supervisory performance evaluations, 


and that all departments be required to use them. 
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that in the area of policy development, central 
agencies also be responsible for the development 
of standard procedures and forms necessary to 
implement the policy. 


that departments use these procedures and forms 
unless they can indicate that it would be more 
cost-effective to do otherwise. 


that departments be discouraged from writing and 
printing employee booklets on personnel manage- 
ment subjects common across the Public Service, 
with that responsibility being assumed by the 
appropriate central agency. 


that cost-benefit and impact analyses be required 
for each addition, change or cancellation to a policy, 
procedure or form or to a request for information. 


that all personnel management policies and procedures 
be issued in a single family of publications, with a 
composite index and cross-reference system. 


that all those with personnel management respon- 
sibilities receive periodic short summaries of changes 
in personnel management, including the location 

of more detailed information. 


that feedback systems to advise originators of the 
status of their action requests be included in 
procedures, with a mandatory requirement for 
interim reports if delays are encountered. 


that a formal personnel authorities clearance centre 
be established to ensure the coordination, integration 
and cost-effectiveness of policies and procedures 
issued by the Treasury Board Secretariat, the Public 
Service Commission and, with respect to pay and 
benefits matters, Supply and Services Canada. 
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C6 


NIVEAU 


Sixiéme 
niveau 
fonctionnel 


Septiéme 
niveau 
fonctionnel 


OBJECTIF 


Fournir un emploi pour 
occuper un poste d’agent 
dans les ressources 
humaines au niveau 
supérieur de maitrise. 


Fournir un emploi pour 
occuper un poste d’agent 
dans les ressources 
humaines au niveau 
supérieur de maitrise. 


EMPLOI 
Titre ou Spécialité Milieu 
spécialité d’accréditation de travail Spécialité 
— Gestion des carriéres 
— Conseiller en plan. 
des ress. humaines 
— Directeur planif. des Adm. centrale 
ressources humaines. d’un ministére/ 
Organisme 
central 


FORMATION 


Hors des spécialités 


16 


NIVEAU 


Deuxieme 
niveau 
fonctionnel 
(suite) 


Troisiéme 
niveau 
fonctionnel 


Quatriéme 
niveau 
fonctionnel 


Cinquiéme 
niveau 
fonctionnel 


OBJECTIF 


Fournir un emploi pour 
occuper un poste de 
spécialiste en ressources 
humaines au niveau 
d’expert. 


Fournir un emploi pour 
occuper un poste d’agent 
dans les ressources 
humaines au niveau 
d’expert. 


Fournir un emploi pour 
occuper un poste d’agent 
dans les ressources 
humaines au niveau 
supérieur de maitrise. 


Titre ou 


spécialité d’accréditation 


Facultatif 

— Coord. adj. plan. 
ressources humaines 

— Coord. programmes 
spéciaux 

— Agt des statistiques. 


— Coord. sup. de 
planification des 
ressources humaines 

— Planification gest. 
prov. du pers. 
(Formation) 

— Statistiques inf. sur 
la main-d’oeuvre. 


— Chef, sect. de plan. 
des ress. humaines 

— Conseiller en plan. 
des ress. humaines 

— Chef, gest. prov. 
du personnel 

— Gest. des carriéres. 


— Chef, planification 
des ress. humaines 
— Chef, éval. des systemes 
— Chef form. et perf. en 
plan. des ress. humaines 
— Conseiller en plan. des 
ress. humaines 
— Chef, Div. coord. de 
la planification. 


Milieu 
de travail 


Adm. centrale 
d’un ministére/ 
Organisme 
central. 


Adm. centrale 
d’un ministére/ 
Organisme 
central. 


Adm. centrale 
d’un ministére/ 
Organisme 
central. 


FORMATION 


Spécialité Hors des spécialités 


Facultatif 

— Elaboration des 
politiques 

— Elaborations 
organiques 

— Analyses 
statistiques 

— Analyses 
d’évaluation. 


Obligatoire 
Cours avancé de per- 
fectionnement des PE. 


— Orientation 

— Préparation des 
questionnaires 

— Besoin de forma- 
tion pour la caté- 
gorie de la gestion. 


06 


NIVEAU 


Stagiaire 
PE 


Premier 
niveau 
fonctionnel 


Deuxiéme 
niveau 
fonctionnel 


PLAN TYPE DE CARRIERE 


— GROUPE PE — AGENT DES RESSOURCES HUMAINES — SPECIALISTE 


OBJECTIF 


Fournir l’orientation et 
la formation de base 
requises pour occuper 
un poste dans la 
gestion du personnel. 


Fournir un emploi pour 
occuper un poste de 
spécialisation dans la 
formation ou les rela- 
tions de travail, et la 
formation et l’expérience 
requises pour l’accrédita- 
tion en tant qu’agent 

de formation ou agent 
des relations de travail. 


Fournir un emploi dans 
la planification des 
ressources humaines, et 
la formation et l’expé- 
rience requises pour 
l’accréditation. 


Titre ou 
spécialité 


— Agt adj. des rel. 
de travail 

— Agt de nég. conv. 
collectives 

— Agt, Santé et 
bien-étre 

— Agt, Sécurité 
au travail 

— Agt, formation 
et perfectionne- 
ment du pers. 

— Agt des projets 
de formation et de 
perfectionnement. 


Obligatoire 

FMT requis pour 
Vaccréditation dans 
la planification des 
ressources humaines. 


EMPLOI 
Spécialité 
d’accréditation 


FMT requis pour 


le programme de 


perfectionnement. 


Obligatoire 


FMT requis pour 


Vaccréditation 
en formation ou 
en relations de 
travail. 


Milieu 
de travail 


Suivant le poste 
pour lequel ila 
été engagé. 


Région/Adm. 
centrale d’un 
ministére/ 
Organisme 
central. 


Région/Adm. 
centrale d’un 
ministére/ 
Organisme 
central. 


FORMATION 


Spécialité 


Obligatoire 

Cours d’accréditation 
requis en formation 
et en relations de 
travail. 


Obligatoire 

Cours d’accréditation 
en planification des 
ressources humaines. 


Hors des spécialités 


Programme de per- 


fectionnement 
des PE. 
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NIVEAU 


Cinquiéme 
niveau 
fonctionnel 


Sixiéme 
niveau 
fonctionnel 


Septiéme 
niveau 
fonctionnel 


SX 1 


SX 2 


OBJECTIF 


Fournir un emploi pour 
occuper un poste de 
généraliste a un niveau 
de gestion. 


Fournir un emploi pour 
occuper un poste de 
généraliste au niveau 

de la gestion. 


Fournir un emploi pour 
occuper un poste de 
généraliste au niveau 

de la gestion. 


Fournir un emploi pour 
occuper un poste de 
généraliste au niveau 

de la gestion. 


Fournir un emploi pour 
occuper un poste de 
genéraliste au niveau 

de la gestion. 


EMPLOI 
Titre ou Spécialité 
spécialité d’accréditation 


— Gest. rég. du pers. 
— Dir. adj. du pers. 
— Chef de sous-sect. 
des op. du pers. 
— Chef, planif. des op. 
— Chef, gest. du pers. 
— Chef, conseiller 
du personnel 
— Chef des services 
du personnel. 


Directeur de la 
vérification et de 
la formation. 


Directeur 


Directeur 


Milieu 
de travail 


District/région/ 
Adm. centrale 
d’un ministére/ 
Organisme 
central. 


District/région/ 
Adm. centrale 
d’un ministére/ 
Organisme 
central. 


District/région/ 
Adm. centrale 
d’un ministére/ 
Organisme 
central. 


District/région/ 
Adm. centrale 
d’un ministére/ 
Organisme 
central. 


Ministére de 
moyenne 
importance. 


Spécialité 


FORMATION 


Hors des spécialités 


Formation de la 
gestion supérieure. 


Formation de la 
gestion supérieure. 


Formation de la 
gestion supérieure. 
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NIVEAU 


Deuxiéme 
niveau 
fonctionnel 


Troisiéme 
niveau 
fonctionnel 


Quatriéme 
niveau 
fonctionnel 


OBJECTIF 


Fournir un emploi pour 
occuper un poste de 
généraliste ou de spé- 
cialiste, et la formation 
et l’expérience requises 
pour accomplir les 
taches du poste. 


Fournir un emploi pour 
occuper un poste de 
généraliste, et la forma- 
tion et le travail requis 
pour accomplir les taches 
du poste. 


Fournir un emploi pour 
occuper un poste de 
surveillance/gestion 
généraliste. 


EMPLOI 
Titre ou Spécialité 
spécialité d’accréditation 
— Agt du personnel FMT pour 
civil laccréditation, 
— Agtde planification _le cas échéant. 


— Gest. adj. rég. 
du personnel 

— Agt sup. de dotation 

— Agt sup. de 
classification 

— Agt sup. des 
relations de travail. 


FMT pour 
Paccréditation, 
le cas échéant. 


— Dir. adj. du pers. 

— Conseiller div. du 
personnel 

— Chef du personnel 

— Chef des services 
du personnel 

— Coord. d’égalité 
pour tous. 


— Dir. rég. du pers. 
— Gest. des services 
du personnel 
— Gest. de vérification 
du personnel 
— Chef des op. du pers. 
— Gest. des projets. 


FORMATION 


Milieu 
de travail Spécialité Hors des spécialités 

District/région/ Inscription aux program- 
Adm. centrale mes relatifs aux taches 
ministérielle/ des postes qui nécessitent 
Organisme laccréditation. Dans 
central. d’autres cas, si l’accrédita- 

tion n’a pas été accordée, 

la formation devra com- 

mencer dans la spécialisation 

choisie en conformité avec 

les aspirations des titulaires 

et les besoins de l’employeur. 
District/région/ Obligatoire Facultatif 
Adm. centrale Programme avancé de — Introduction 4 la 
ministérielle/ perfectionnement des gestion des pro- 
Organisme PE. grammes et des 
central. projets. 

— Introduction a la 
gestion financiére. 

District/région/ — Formation requise 
Adm. centrale d’un pour le perfec- 
ministére/organisme tionnement de la 
central. catégorie de la 


gestion. 


L8 


NIVEAU 


Stagiaire 
PE 


Premier 
niveau 
fonctionnel 


OBJECTIF 


Fournir l’orientation et 
la formation de base 
requises pour occuper 
un emploi dans la 
gestion du personnel. 
(Durée: 1 an) 


Fournir un emploi 
pour occuper un poste 
d’agent généraliste, et 
la formation et l’expé- 
rience requises pour 
accomplir les taches 
du poste. 


PLAN TYPE DE CARRIERE 


— GROUPE PE — GENERALISTE 


Titre ou 
spécialité 


FMT et programme 
d’affectation pour 
le programme de 
perfectionnement. 


— Gest. du personnel 
— Agt adj. du 
personnel civil 
— Agt d’orientation 
— Coordinateur 
d’égalité pour tous 
— Coordinateur 
d’emplois pour 
les autochtones 
— Agt adj. PRH. 


EMPLOI 
Spécialité 
d’accréditation 


FMT pour 
Paccréditation, 
le cas échéant. 


Milieu 
de travail 


Suivant le poste 
pour lequel il 
a été engagé. 


District/région/ 
Adm. centrale 
ministérielle/ 
Organisme 
central. 


APPENDICE «I» 


FORMATION 


Spécialité 


Programme de perfection- 
nement des PE. 


Inscription aux program- 
mes relatifs aux taches 
des postes qui nécessitent 
Vaccréditation. Dans 
d’autres cas, la formation 
d’accréditation devra com- 
mencer dans la spécialisa- 
tion choisie en conformité 
avec les aspirations des 
titulaires et les besoins 
futurs de l’employeur. 


Hors des spécialités 
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